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ABSTRACT 
ORGANIZATIONAL DOWNSIZING AND ITS IMPACT UPON EXTENSION 
HOME ECONOMISTS 
MAY 1996 
SHIRLEY A. MIETLICKI, B.S., MANSFIELD UNIVERSITY 
M.A., UNIVERSITY OF CONNECTICUT 
Ed.D., UNIVERSITY OF MASSACHUSETTS AMHERST 
Directed by: Professor Maurianne Adams 
This study examines the overall effect of downsizing during the past five years 
on Extension Home Economists. Its objectives are to identify the downsizing 
strategies used in Extension organizations, and to determine the professional and 
personal effect of downsizing upon these respondents. The role of resilient behaviors, 
coping strategies, social support and life events in helping these professionals deal 
with downsizing is also examined. Data were collected and analyzed from 429 
surveys sent to a random sample of Extension Home Economists, active members in 
their professional organization. 
The results show that the most prominent strategies used to downsize include 
attrition, changing traditional services and functions, financial incentives for 
workforce reduction, and transferring staff. Major work changes include an increased 
workload, loss of colleagues and involvement in more team efforts. 
vi 
These Extension Home Economists experienced downsizing more from a 
personal than a professional level. The majority rated the overall personal impact of 
downsizing as moderate to profound. Personal impact was alleviated by the use of 
resilient behaviors, the experience of a limited number of notable life events, and the 
quality of social support. The only variable which influenced the professional impact 
of downsizing was life events. While the use of coping strategies did not affect the 
professional and personal impact of downsizing, the use of these strategies influenced 
the overall ability to cope. Maintaining contact and communication with their 
colleagues was the most utilized coping strategy by these professionals. While those 
who felt satisfied with the current downsized organization indicated lower personal 
impact, having an accepting attitude towards downsizing did not affect these 
respondents personally or professionally. 
Of the demographic variables, only years of employment influenced the 
personal impact of downsizing. Neither age, relationship status nor years of 
employment affected the professional impact of downsizing. 
Downsizing will continue to provide challenges and opportunities for 
organizations now and well into the future. Although there is not one prescription for 
surviving it, there is evidence that those who exercise resilient behaviors, have a 
varied repertoire of coping strategies and a quality support system will have a greater 
capacity for reducing its side effects. 
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CHAPTER 1 
STATEMENT OF THE PROBLEM 
Organizational Downsizing 
Pressured by depressed economic conditions, increased global competition, 
obsolete technologies, and changing societal conditions, many businesses, 
organizations, and institutions were forced to downsize during the late 1980’s. This 
trend has continued today and will most likely be a common phenomenon into the 
future. According to Cameron (1994), "more than 85 percent of the Fortune 500 
companies have downsized in the last five years, ....and 100 percent are planning to 
do so in the next five years. Virtually every sector has caught the downsizing fever, 
from Federal government to trade unions " (p.190). Kozlowski, Chao, Smith and 
Hedlund (1993) further substantiate these findings, stating that "downsizing in the US 
has increased from an estimated loss of 2 million manufacturing jobs in the early 
1980’s to 3.2 million jobs lost in the late 1980’s" (p.264), and that even the military 
is not immune to these cuts. A reduction of over 30% of military personnel is 
scheduled this year (Cameron, 1994). 
Public institutions have not been exempt from this trend. According to the 
1993 Campus Trends Report, one out of four (four-year) institutions have 
retrenchment procedures underway. Seventy seven percent of these institutions have 
cut back by not filling positions; 65 % have targeted specific departments for 
reduction, merges or elimination; and 50% have offered employees retirement 
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incentives. The Cooperative Extension System (CES) is one example of an 
educational institution which has been effected by these downsizing trends. 
Organizational Downsizing in the Cooperative Extension System 
The Cooperative Extension system, legislated by the Morrill Acts of 1862 and 
1890 and funded by the Smith Lever Act of 1914, is a publicly funded, informal 
educational system that links education and research resources to communities. It is 
comprised of an extensive network of 74 land grant universities which include the 
territories, Tuskegee University, and the University of the District of Columbia; 
3,150 county and city administrative units; and its Federal partner, the Extension 
Service-United States Department of Agriculture (ES-USDA). The Extension Service 
at the federal level is now referred to as the Cooperative State Research, Education, 
and Extension Service (CSREES). 
CES has a long history of success and tradition. Its purpose was to extend the 
research-based information of the university to the citizens, primarily farmers and 
their families, during this agrarian period. Specifically, its goal was "the giving of 
instruction and practical demonstrations in agriculture and home economics and 
subjects relating thereto to persons not attending or resident in said colleges in the 
several communities, and imparting information on said subjects through 
demonstrations, publications, and otherwise..." (Smith Lever Act, amended 1972, 
p.l). 
Today, CES continues to "enable people to improve their lives and 
communities through learning partnerships that put knowledge to work" (ECOP and 
CSREES-USDA, Framing the Future, 1995, p. 3) but its existence is threatened by 
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the same forces which have plagued other institutions and organizations. Reduced 
state and federal funding, changing demographics, the rural/urban shift, an increasing 
number of people in poverty and a higher demand to become more accountable, are 
just a few of the forces which have taken their toil on this public institution. These 
forces, at the same time, have served as a wake up call for CES. They motivated 
CES to take a critical look at its operations, organizational structure and culture, 
delivery modes, audiences reached, and societal and global trends. As Patrick G. 
Boyle, then Director of the University of Wisconsin Cooperative Extension System, 
stated at a 1989 Symposium on Research in Extension Education, "Over the years, 
we’ve been threatened with funding cuts and criticized that we’re no longer relevant, 
that we haven’t kept up with changing times, that we focus on a minority of rural 
issues, and that we’re not meeting the real needs" (p.l). Boyle (1989) continued, 
"Our organization has been challenged to prove its effectiveness and efficiency. Our 
leadership, both at the national and state level, is struggling to formulate the 
organization of the twenty-first century" (p.2). A future CES system "must be 
positioned to meet the shifting needs and priorities of the people it serves. As their 
needs and priorities change, Extension’s program priorities, organizational structures, 
and external relationships must also change" (ES-USDA, Patterns of Change, 1986, 
p.v). 
National CES responded to these growing pressures by re-structuring its 
program directions and re-allocating its funding in such a way as to address critical 
issues facing today’s society. It appointed a Futures Task Force and launched a 
nationwide "listening post" exercise in late 1992, followed by a National Leadership 
3 
Round Table, a panel discussion via satellite broadcast. Participants had an 
opportunity to share their concerns of the past and present and the challenges for the 
future. 
Many state partners attempted to implement these new program directions but, 
at the same time, were facing the same pressures as the national system. Many were 
threatened with reduced budgets and/or elimination of budgets coupled with increasing 
demands to become more accountable for their public funding. They were forced to 
re-structure and downsize their own systems. According to John Bottom, former 
Acting Associate Administrator for Planning, Development and Evaluation at ES- 
USDA, "budgets for the state partners have been down 11% since the peak of 1980 
and have remained flat through the 1990’s (J. Bottom, personal communication, 
November 7, 1995). 
Minnesota is one state extension system which was compelled to downsize in 
the early ’90’s by reducing its staff by 10%. In some aspects, Minnesota Extension 
Service (MES) was prepared to meet these difficult decisions. It had just completed a 
strategic plan which included a staffing plan for the increase or reduction of staff 
based on budget allocations and recently, merged county offices into clusters or 
regions. In addition, it created an eight member Transition Team, comprised of 
campus and county staff with some geographic dispersion and representation from 
different specialty areas, such as a family life specialist and a member of the 
personnel staff. This team served as a sounding board for peoples’ concerns and 
fears, provided ongoing communication between staff and administration, made 
recommendations to the MES leadership, and made referrals to resources. It 
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established an electronic weekly newsletter which provided information on managing 
change and transitions, and developed a videotape "Transition Time: Surviving the 
Loss of a Job" to assist staff in dealing with these issues. According to Janet Krofta 
(1994), all these factors contributed to the successful transition of MES. Krofta 
(1994) gave particular credit to the extensive and ongoing communication between 
staff and the leadership (which can be a major block in times of transition), and to the 
Transition Team which recognized the human side of the adjustments to change. 
As another example, the University of Massachusetts Cooperative Extension 
System, here referred to as UMass Extension, did not fair as well as the Minnesota 
system. A review of UMass Extension’s funding history will provide the framework 
for how downsizing was implemented. For over 75 years, significant funding was 
provided to UMass Extension through the Smith Lever Act of 1914 and was equally 
matched by state and local county government allocations. The majority of off- 
campus Extension staff were supported by county funding until 1984, when the 
responsibility was transferred to the state as a line-item in the state budget. By 1988, 
only two counties (Barnstable and Plymouth) maintained control over their local 
budgets. 
At the same time, the state was in a financial crisis and began cutting direct 
appropriations to county cooperative extension. The UMass Extension budget was cut 
from $5.2 million in 1988 to approximately, $906,000 in 1993. These budget cuts 
resulted in office closings, the elimination of certain program areas and positions, the 
restructuring of its educational outreach efforts, and layoffs of professional and 
support staff both at the campus and local level. The staff, which included Extension 
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educators, clerical/support staff, and administrators was reduced by close to one-half. 
According to statistical reports prepared by the Human Resources Division of ES- 
USDA, the number of full time equivalent (FTE) positions (Extension professionals) 
for UMass Extension decreased from 163.1 FTE’s in December 1988 to 101.2 FTE’s 
in December 1993. (These reports do not reflect the reduction of clerical/support 
staff.) In 1994, direct state appropriation was discontinued and earmarked funds were 
included in the University of Massachusetts budget. Today, the university provides 
39% of the Extension budget and the Federal government, 52%. 
Although many of the UMass Extension’s educational programs were affected 
by downsizing, one particular program, the Family Life Education program, 
traditionally known as the Home Economics component of Cooperative Extension, 
encountered the most difficulties. In 1993, the Family Life Education program was 
eliminated; its parenting component remained with the youth development program. 
Some family life educators were transferred into the nutrition program, some stayed 
with the newly formed 4-H Youth and Family Development program, while others 
were laid off. This was a challenging time for the remaining family life educators 
who experienced the loss of their program, their support base, and their colleagues as 
well as the uncertainty of their own professional futures. 
These are just two examples of extension systems which have downsized and 
have contributed to a climate of uncertainty which encircles most extension systems. 
Braun (1995) suggests that "the constancy of change and the accompanying unsettling 
effect on people is causing distress throughout the Extension system, as the impact of 
change is felt personally and professionally"(p. 1) and places many staff "at risk" of 
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not achieving their full potential. "At risk" staff may experience isolation; exhibit co¬ 
dependent tendencies with difficulty in setting limits, saying no, maintaining 
boundaries and balance; resist and/or sublimate responsibility; engage in difficult 
and/or dysfunctional relationships with colleagues, teammates, supervisors, boards 
and clients; and attempt to cope with many changes at once (Braun, 1995, p.l). 
Braun believes that if Extension is to continue to fulfill its mission of helping people 
alleviate the problems of life, it must first heal itself. Safrit, Conklin and Jones 
(1995) further suggest that turbulent times give rise to a critical review of 
organizational values and beliefs. 
Successful organizations result when there is harmony between the 
organizational values and beliefs, and the daily actions of organizational members, 
that is, they "walk the talk". In a review of the organizational values of North 
Carolina CES and Ohio State University Extension, Safrit et al. (1995) found certain 
similarities. Both systems place significant importance on their internal human 
resources. Both value the inherent philosophy of CES, that of providing educational 
programming which addresses the current and emerging needs of people. Both 
systems value Extension’s role in the land grant mission, that of providing practical 
information, and emphasizing and maintaining high standards of excellence in 
programming. The values held by these two state extension systems are similar to 
those of other extension systems. These researchers challenge all extension systems 
to take a critical look at their mission statements and re-evaluate their values, beliefs 
and commitments. 
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CES, like many other organizations and businesses, is not unique in how it 
implements downsizing nor in how it deals with the after-effects of organizational 
change. Extension staff, like other white collar employees, probably hold similar 
expectations of their employer: life long employment, commitment and loyalty to a 
particular organization, and the belief that good performance will be rewarded. But 
today’s economic uncertainty has uprooted these underlying principles and work ethics 
and will continue to challenge employees throughout the ’90’s. 
Goals of the Study 
The aim of this descriptive study is to examine the impact of organizational 
downsizing upon one group of Extension professionals, the Extension Home 
Economists, comprised mostly of women. Although other studies have looked at the 
commitment, motivational level and work behaviors of employees after downsizing 
(Brockner, Grover, Reed, DeWitt & O’Malley, 1987; Freeman, 1992/1993; 
Cameron, 1994; Cameron, in press), this study will take a different approach by 
examining other factors which may have assisted these Extension professionals in 
surviving downsizing. These factors are identified from a review of the lifespan 
development and organizational development literature and include the timing of life 
events, the demonstration of resilient behaviors, the use of coping strategies, and the 
influence of social support. This sample of women represents the survivors of 
downsizing actions, those employees left to implement and cope with organizational 
change. 
The three goals of this study are: (1) to identify the strategies used to 
implement downsizing in Extension organizations across the nation; (2) to 
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determine the professional and personal effects of downsizing strategies upon 
Extension Home Economists; and (3) to examine the way resilient behaviors, coping 
strategies, social support and life events may have influenced the ability of these 
professionals to manage and survive organizational downsizing. This study assumes 
that those Extension Home Economists who deal well with downsizing demonstrate 
resilient behaviors and healthy coping strategies, have an effective and accessible 
social support network, and have not experienced and/or have not been affected by 
personal life events occurring simultaneously with the organizational changes. 
The professional and personal impact of organizational downsizing on the 
subjects represents the dependent variable. The independent variables include: (a) the 
display of resilient behaviors; (b) the use of effective coping strategies, comprised of 
coping resources and coping responses; (c) the accessibility, quality, and value of 
social support; and (d) the experience and impact of personal life events, specifically 
those of death and/or divorce occurring simultaneously with organizational 
downsizing. The employment history and demographic information will serve as the 
indicators for this study. 
The directional hypotheses to be tested include: 
a. People with high resilient behaviors (score of 32+), high coping ability 
(score of 52+), high accessibility of social support (score of 16+) who 
experienced a low impact of notable life events occurring at the same time as 
the downsizing (score of 28 or less) will show a low impact of downsizing 
(score of 24 or less) upon them professionally, as measured by Questions #3, 
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#7, #11, #12, and #13 of the "Survey of Organizational Downsizing and Its 
Impact Upon Extension Home Economists". 
b. People with high resilient behaviors (score of 32+), high coping ability 
(score of 52+), high accessibility of social support (score of 16+) who 
experienced a low impact of notable life events occurring at the same time as 
the downsizing (score of 24 or less) will show a low impact of downsizing 
(score of 2 or less) upon them personally, as measured by Questions #6, #7, 
#11, #12, and #13 of the "Survey of Organizational Downsizing and Its Impact 
Upon Extension Home Economists". 
c. People with high scores on the accessibility of social supports (16+), 
the quality of social supports (4+), and the value of social supports (4+) 
during the downsizing process will show a low impact of downsizing (24/less) 
upon them professionally, as measured by the Questions #3, #13, #14, and 
#15 of the "Survey of Organizational Downsizing and Its Impact Upon 
Extension Home Economists". 
d. People with high scores on the accessibility of social supports (16+), 
the quality of social supports (4+), and the value of social supports (4+) 
during the downsizing process will show a low impact of downsizing (2/less) 
upon them personally, as measured by Questions #6, #13, #14, and #15 of the 
"Survey of Organizational Downsizing and Its Impact Upon Extension Home 
Economists". 
e. People who experienced one or more life events during the same time 
period as the downsizing and indicated a high impact of these events (4 or 
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more/event) will show a low score (2 or less) on their ability to cope with 
downsizing and notable life events occurring at the same time, as measured by 
Questions #7 and #9 of the "Survey of Organizational Downsizing and Its 
Impact Upon Extension Home Economists". 
f. People who experienced the death of a spouse/partner and/or divorce 
during the same time period as the downsizing and indicated a high impact (4 
or more/event) of these events, will show a low score (2 or less) on their 
ability to cope with downsizing and these notable life events occurring at the 
same time, as measured by Questions #7 and #9 of the "Survey of 
Organizational Downsizing and Its Impact Upon Extension Home Economists". 
g. People who demonstrated high scores (52+) on their coping strategies 
throughout the downsizing process will indicate a high score (4+) on their 
ability to cope, as measured by Questions #10 and #12 of the "Survey of 
Organizational Downsizing and Its Impact Upon Extension Home Economists". 
h. People who responded Yes to substatements #1, #2, and #3 of Question 
#5 regarding how downsizing affected them personally will indicate a low 
impact of downsizing (2 or less) upon them personally, as measured by 
Questions #5 and #6 of the "Survey of Organizational Downsizing and Its 
Impact Upon Extension Home Economists". 
i. People with high scores (4+) on satisfaction with the current 
downsized organization will show a low impact of downsizing (24 or less) 
upon them professionally, as measured by Questions #3 and #4 of the "Survey 
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of Organizational Downsizing and Its Impact Upon the Extension Home 
Economists". 
j. People with high scores (4+) on satisfaction with the current 
downsized organization will show a low impact of downsizing (2 or less) upon 
them personally, as measured by Questions #4 and #6 of the "Survey of 
Organizational Downsizing and Its Impact Upon Extension Home Economists". 
For the purposes of this study, the following definitions for the 
dependent and independent variables will be used. Downsizing, according to 
Cameron (1994), is a "set of activities, undertaken on the part of the 
management of an organization and designed to improve organizational 
efficiency, productivity and/or competitiveness" (p.192). Life events refer to 
"identifiable discrete changes in usual patterns of behavior, changes that create 
stress, and can pose adaptive challenges to the individual" (Evans, 1985, 
p. 13). Valentine and Feinauer (1993) provide a very complete definition of 
resiliency. They define it as the "power or ability to return to original form or 
position after being bent, compressed or stretched, as well as the ability to 
overcome adversity, survive stress, and rise above disadvantage" (p.222). 
Coping, according to Folkman and Lazarus (1980), is "the cognitive and 
behavioral efforts made to master, to tolerate, or reduce external and internal 
demands and conflicts among these demands" (p.223). Caplan (1974) 
characterizes social support as consisting of significant others who: (a) help 
people mobilize their psychological resources in order to deal with emotional 
problems; (b) share people’s tasks; and (c) provide individuals with money, 
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materials, skills, information, and advice in order to help them deal with the 
particular stressful situation to which they are exposed. 
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CHAPTER 2 
REVIEW OF THE LITERATURE 
This study is grounded in the psychosocial development theories of adulthood 
and specifically the application of these theories to women. It also draws upon the 
organizational development theory which addresses downsizing and the survivor’s 
syndrome. There are several reasons for choosing these particular literatures. 
Psychosocial development theory addresses change as an inevitable component 
of life and particularly, of adulthood. Changes may be spurred by internal 
uneasiness, the inability to deal with a new situation, or an external stimulus, such as 
an unexpected or non-anticipated life event. This body of theory suggests that some 
women may process change differently based on their attachment and connectedness 
to others (Lowenthal, Thurnher, Chiriboga & Associates, 1977; Gilligan, 1979; Peck, 
1986; Josselson, 1987). This concept of connectedness is significant to this study 
which primarily focuses on women, the Extension Home Economists, and looks at the 
accessibility, quality and value of social support, in helping these female professionals 
manage and survive downsizing. The influence of significant external life events 
occurring at the same time as the downsizing will also be examined. 
The organizational development theory provides the framework for 
understanding what downsizing is, how it is accomplished within organizations, and 
how it affects the total organization and the remaining employees of the downsized 
organization, the survivors (Brockner, 1988; Kozlowski et al., 1993; Cameron, in 
press). Many downsizing studies examine the survivors’ level of commitment, 
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motivation and productivity towards the organization after downsizing (Brockner et 
al., 1987; Freeman, 1992/1993; Cameron, 1994). Others have shown that the quality 
of survivors’ reaction to downsizing is based on their relationship with the laid off 
person and their perception as to how fairly the victim was treated (Brockner et al., 
1987; Brockner, 1990). 
This particular study looks at a number of other factors which may influence a 
person’s ability to deal with downsizing. These include the personal resources of 
individuals: their ability to demonstrate certain resilient behaviors; their use of various 
coping strategies; the accessibility, quality and value of their social support; and the 
impact of significant personal life events occurring within their lives. A more in- 
depth look at these theories and intervening variables follows. 
Psychosocial Development Theories: Life Stage. Life Event, and Individual Timing 
Perspective 
Life Stage Perspective 
A review of the psychosocial development theories indicates that adults 
continue to change throughout their lifetime. One theoretical approach suggests that 
changes can be triggered by crisis or by an internal timetable eliciting certain 
developmental tasks occurring at certain ages and stages. This was the perspective of 
the early life stage theorists (Buhler, 1959; Erikson, 1950), and later, of Levinson 
(Levinson, Darrow, Klein, Levinson & McKee, 1978); Gould (1972, 1978); and 
Havighurst (Havighurst and Orr, 1956). 
Buhler (1959) developed a theory of basic life tendencies or tasks which, if 
achieved, led to a fulfilling life. Life tendencies defined for adulthood include: (a) 
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the need for adaptive self-limitation and/or the time to explore various adult 
occupational and social roles during the early twenties; (b) the need for creative 
expansion or achieving self-realization through an occupation, marriage, and family 
development during the next twenty years; (c) the need for establishing an inner order 
which took the form of critically assessing one’s life in middle adulthood; and (d) the 
need for self-fulfillment which resulted in a feeling of satisfaction with one’s life in 
the later years. Her theory was developed by means of a Life Goals Inventory which 
was administered to middle class individuals, clinical patients, older adults, and 
participants of the Vienna Life History Studies (Buhler, 1959). Although this model 
provided a sequence of lifespan and particularly, adult development, Buhler’s studies 
are limited in terms of the size and type of samples, in the comparisons made between 
the samples, and in utilizing an inventory which had no reported validity and 
reliability data. 
Building upon Buhler’s work, Erikson (1950; 1984) proposed that during 
adulthood, individuals deal with three developmental tasks, those of intimacy, 
generativity, and integrity and/or their unsuccessful resolutions-isolation, stagnation 
and despair. In early adulthood, individuals establish intimate, committed 
relationships, settle down and become situated in a career or occupation. The 
inability to achieve these tasks can result in isolation. Middle adulthood brings with it 
the desire to reappraise the past in relation to the time left, and to pass on a legacy to 
the younger generation, thus achieving generativity. If this task is unresolved, a 
person is said to "stagnate". The final task of adulthood is that of coming to terms 
with one’s life, addressing the issues of integrity and/or despair. Ryff (1985) 
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identifies this as a time of "emotional integration, accepting one’s life cycle as 
something that had to be, adapting oneself to the triumphs and disappointments of 
being, possessing a love of humankind, rather than of self and achieving a spiritual 
sense that eliminated the fear of death" (p.99). Failure to achieve this task results in 
a preoccupation with dying and a pervasive sense of despair and depression for the 
old person. 
Erikson conceptualized his development theory from several sources. These 
included his clinical observations, his extensive studies on children and adolescents, 
and his field work studies of personality development in two Native American 
societies-the Sioux Indians of South Dakota and the Yurok of the Pacific Coast. His 
specific focus on adult development is derived from his case studies of the lives of 
Luther (1972) and Gandhi (1969). Like Buhler, Erikson ascertained that although 
specific issues seemed to be key during certain times, all developing issues appeared 
as recurring themes. He also suggested that "Nobody...in life was neatly located in 
one stage; persons oscillated between at least two stages" (Cote & Levine, 1987, 
p.278). 
The major criticism of Erikson’s work has been its lack of scientific validation 
and empirical measures. Thomas (1985) writes that "Erikson’s model has been 
difficult to translate into a form that permits experimentation or controlled 
observations that produce convincing evidence about the validity of the theory’s 
components and principles" (pp. 254-255). Thomas further explains that readers may 
find Erikson’s insights to be true to their own experience and thus, accept it "on faith, 
on the theorist’s interpretative skills and on his authority rather than on experimental 
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and observational evidence" (p.lll). Stevens (1983) suggests that although Erikson 
recognized that his model was limited to contemporary Western life, he often 
presented the masculine experience as the universal human condition. Women, on the 
other hand, were often written about as an "afterthought, portrayed as deviant rather 
than normal, biologically driven and thus, controlled by their biology" (Archer, 1992, 
p.29), according to a number of identity studies conducted by feminist researchers 
(Gilligan, 1979, 1982; Rossi, 1980; Peck, 1986). Marcia (1966) also found 
Erikson’s approach to identity development too limiting and thus, expanded it by 
adding two other choices. He proposed four approaches for establishing and re¬ 
establishing identity which begins in adolescence and continues throughout adulthood. 
These four approaches included Identity Foreclosers, Identity Achievers, 
Moratoriums, and Identity Diffusers, and will be further discussed in the "Women’s 
Lives" section of this paper. 
Levinson (Levinson et al., 1978; Levinson, 1986) further expanded the age 
and stage theory by suggesting that developmental periods unfold in an orderly 
sequence between stable or structured building periods, and transitional or structured 
changing periods. Stable periods last seven to ten years in which adults work to 
"achieve goals of psychological maturation, of establishment or extension of 
interpersonal commitments, and of occupational accomplishments" (Bardwick, 1980, 
p.36). Transitional periods endure for four to five years during which time adults 
confront issues that involve their careers, marriages, and families, and the realization 
of their dreams (Rosenfeld & Stark, 1987). He, like Erikson, theorized that the 
achievement of certain developmental tasks around certain ages lead to the growth of 
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that individual. A particular task he added to middle adulthood was that of resolving 
the four polarities of life, that of young versus old, destruction versus creation, 
masculine versus feminine, and attachment versus separateness. He only speculated 
on the later years of adult life suggesting two transitional periods, one around the age 
of fifty and the other, around the age of sixty. 
Levinson, along with his Yale colleagues, based his adult development theory 
on intensive interviews with 40 men between the ages of 35 and 45 from four 
occupational groups: executives, factory workers, biologists, and novelists, during a 
four year period from 1970 to 1974. Each subject was to construct the story of his 
life covering such topics as family of origin, marriage, important relationships, 
occupational choice and work history, and education. Follow-up interviews were 
given to the majority of the men two years after the initial interviews. 
Similar to Buhler and Erikson, Levinson’s theory is criticized for its limited 
sample size; its vast generalizations to include females, people of different racial 
backgrounds, and historical cohorts; and the inconsistencies in its sampling procedure. 
In addition, the study did not address other factors which may have influenced these 
men, such as marital status, family type, and relationships with wife, children and 
significant others. 
Gould’s (1972, 1978) approach to adult development was defined as a struggle 
for freedom from the internal constraints of childhood. He theorized first, that our 
assumptions as to what it is like to be an adult are developed during childhood; 
second, that adulthood is a time to shed these assumptions, rules, fantasies, 
irrationalities and rigidities that tie us to our childhood consciousness; and third, that 
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transformation or growth can only occur by challenging these assumptions. His 
conclusions were derived from a questionnaire administered to 500 white, middle- 
class females and males, ages 16 to 60 in Los Angeles. Although Gould provided 
some interesting ideas about adult development, his findings were inconclusive. His 
conclusions were based on a limited sample of individuals who were not randomly 
selected, on a questionnaire which was not tested for reliability and validity and/or 
appropriateness to those studied, and he generalized his results to all adults. 
Havighurst (Havighurst & Orr, 1956) broadened the definition of 
developmental tasks as "the physiological, psychological and social demands a person 
must satisfy in order to be judged by others and to judge himself or herself to be a 
reasonably happy and successful person" (p.21). He suggested that developmental 
tasks are influenced by physical maturation or change; by social roles, pressures or 
opportunities; and from aspirations and values of a constantly changing personality. 
His findings were based on two hour interviews with adult participants of the Kansas 
City Study of Adult Life and suffered the same limitations as previously described for 
Gould and Levinson. 
In summary, the life stage theories are credited for expanding an 
understanding of the psychosocial dimensions of adulthood and conceptualizing 
growth in adulthood occurring at specific ages and developmental stages. At the same 
time, they have been highly criticized for their gender bias and for generalizing 
conclusions to all adults when "their conclusions apply only to a single generation of 
American men whose psychological lives were shaped by particular and unusual 
economic and career conditions" (Fitzpatrick & Friedman, 1983, p.413). 
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Life Event Perspective 
A second theoretical approach, the life event perspective, suggests that changes 
in adulthood can be the result of the timing, the duration, the spacing and the 
sequencing of certain external events or environmental influences and the 
accumulation of these experiences over the lifespan. This was the perspective of the 
life event theorists, such as Lowenthal et al. (1977), Pearl in (1980), and Schlossberg 
(1984). Life events have been defined as "identifiable discrete changes in usual 
patterns of behavior, changes that can create stress, and can pose adaptive challenges 
to the individual" (Evans, 1985, p. 13). Age, according to these theorists, is a poor 
predictor of the crises people are experiencing. Instead, one needs to examine the 
transitions in people’s lives. Transitions are defined as "any event or nonevent that 
results in a change in relationships, routines, assumptions, and/or roles within the 
settings of self, work, family, health and/or economics" (Schlossberg, 1984,p.43). 
Schlossberg distinguishes between the type of transition, the context of the transition, 
and the impact of the transition on a person’s life. Types of transitions include: 
anticipated transitions, those events one expects to happen within the course of the life 
cycle, such as getting married or retiring; non-anticipated events such as being laid 
off or fired; chronic hassles, those issues that recur within relationships such as 
problems at work or marital conflicts; and nonevent transitions, those events an 
individual counts on but which never occur, such as getting married or having 
children. 
The context of the transition refers to the relationship of the event to the 
individual. Is it personal and happening to that particular person or is it interpersonal- 
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an event which affects another family member, friend, or co-worker? The context 
also relates to the setting of the transition. Is it within the self, the family, with 
friends, at work or related to health or economic issues? Finally, the impact of the 
transition refers to the degree to which the event or transition alters the person’s life. 
Research conducted by Lowenthal, Thurnber, Chiriboga and Associates, and 
reported in the Four Stages of Life (1977) further supported this life event theory. 
These researchers conducted an in-depth socio-psychological field study of 216 men 
and women on the threshold of a transition - graduating high school seniors, 
newlyweds, middle-aged parents, and pre-retirement couples. Each person 
participated in two hour intensive interviews over three sessions. Questions focused 
on values and goals; family, social networks and social perceptions; evaluation of life; 
and activity and/or behavior level as well as demographic information. Their findings 
indicate that women have a lesser sense of control over their lives than men, that 
younger people are only slightly more likely to feel themselves in control than are the 
older ones, and that middle-aged parents are most likely of all four groups to 
experience helplessness. They further confirm that life stage is a more useful concept 
than chronological age in examining transitions, or as Schlossberg (1984) suggests, "it 
is less important to know that a person is 40 years old than that the person is 40 with 
adolescent children, recently divorced, about to retire and so on" (p.10). 
Pearl in (1980), another life event theorist, "studied the strains in people’s lives 
and their ways of coping...and developed a framework for analyzing the changes 
brought about by life events as well as the mechanisms adults have for coping with 
these changes" (Schlossberg, 1984, p.ll). Like Schlossberg, he identified events as 
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everyday problems which are slow to change and divided them into two categories: 
predictable and/or scheduled events, and unexpected/unscheduled events. He attributes 
the resulting stress associated with these events to the undesirability of the event, the 
sense of loss connected to the change, and the feeling of disequilibrium. His study 
also demonstrated how life strains are differentially distributed according to age, sex, 
and socioeconomic status and specifically, that life strains are more pronounced in 
young women of lower socioeconomic groups. 
Other researchers who acknowledged the role of critical life events as markers, 
milestones or transitions include Dohrenwend, Krasnoff, Askenasy, and Dohrenwend 
(1978); Bakes and Danish (1980); and Brim and Ryff (1980). They suggest that the 
critical life events framework plays a "pivotal role in individual development, giving 
shape and direction to the various aspects of each individual’s life...and tended to 
reject the notion that childhood experiences (especially traumatic experiences) 
determine the course of the individual’s life" (Schlossberg, 1984, p.ll). 
In summary, the life event perspective shares one concept in common with the 
age and stage theorists, which is, that change is inevitable in adulthood. In contrast, 
the life event perspective suggests that change is triggered by transitions and not by 
age or developmental stage. Its major limitation is that, as a new area of research, 
there is not a substantial body of work to support its main principles. Although the 
studies are more cross-sectional than those for the life stage theory, the samples are 
small, the methodologies are inconsistent and have measured different components, 
and the results are generalized to age groups beyond those studied. 
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Individual Timing Perspective 
The individual timing perspective offers a third way of looking at growth and 
development in the adult years. This perspective suggests a fluid life cycle and 
proposes that many people, but most particularly women, do not follow a linear 
pattern of events but instead follow a pattern which best meets their needs. It takes 
into account the impact of historical time, social time, and life time or chronological 
age upon a person’s life and suggests that a combination of all these factors influences 
growth and change in adulthood. Proponents of this model include Neugarten (1985a, 
1985b); Neugarten & Neugarten (1987); Rook, Catalano and Dooley (1989); and 
Marini, Shin & Raymond (1989). 
According to Neugarten (1985a, 1985b), historical time refers to what is 
happening and what is changing within a person’s life. Life time is synonymous with 
chronological age. Social time refers to the timetable for when people expect and are 
expected to accomplish some of the major tasks or roles of adult life - that of spouse, 
parent, and worker. "Individuals are able to report whether they are "on time" or 
"off time", early or late, relative to specified events and accomplishments" (Fallo- 
Mitchell & Ryff, 1982, p.250). Those whose schedule is out of sync with the so 
called normal timing of events as previously identified and categorized by the life 
event theorists, often experience stress. This concept is referred to as social clock 
theory. 
Rook, Catalano and Dooley (1989) conducted a survey of 500 randomly 
selected adults in Los Angeles county from 1978 to 1982 to determine the effects of 
normative versus nonnormative timing of major life events on psychological 
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functioning, interpersonal resources and interpersonal tensions. Their findings 
suggest limited support for social clock theory and social timetables. Being late in the 
timing of a desirable event is associated with more emotional distress than being on 
time, but being early did not differ in psychological impact from being on time. 
Marini, Shin and Raymond (1989) found that the timing and sequencing of events did 
not lead to negative consequences in adulthood when they studied high school 
graduates from ten Illinois schools and did a follow up with them fifteen years later. 
Neugarten & Neugarten (1987) continue to postulate that adults of all ages 
have been experiencing changes in the traditional rhythm and timing of events of the 
life cycle which has resulted in a shift from a linear life cycle to that of a more fluid 
life cycle. Expectations regarding what has constituted appropriate behavior for 
young, middle-aged, and older adults has become less differentiated than they once 
were, and examples abound of people who have deliberately departed from traditional 
timetables (Rook, Catalano & Dooley, 1989). 
In conclusion, the individual timing perspective suggests that growth and 
change in adulthood results from the timing of life events and the strains of these 
events if perceived as on or off time. But, support for an internal social timetable 
which dictates the on-time or off-time of events occurring is equivocal. This 
perspective also shares limitations similar to those of the other perspectives. It is 
based on limited studies which looked at different variables, used inconsistent 
methodologies and generalized results beyond the populations studied. 
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Women’s Lives 
Although all these perspectives support change as a common phenomena of 
adulthood, none directly address their application to the lives of women. More recent 
researchers have found discrepancies within these theories. Gilligan (1982) felt that 
the life stage theorists adapted "the male life as the norm and tried to fashion women 
out of masculine cloth" (p.6). She proposed that, since women’s lives are so 
intertwined with others (spouse, children, family members and co-workers), they do 
not follow the distinct stages of development as set forth by the life stage theorists. 
For instance, Gilligan suggests that the stages of identity and intimacy occur 
simultaneously for women and that the stage of generativity occurs earlier for women 
and lasts much longer. Thus, women grow and develop through their connectedness 
and attachment to others, while men grow and develop through individuation and 
separation from others. Her findings were based on her own review of the human 
development literature dating back to Freud, her personal observations, and from 
several studies she conducted on moral development (Gilligan, 1981; 1982). The 
results from these studies indicate that men tend to make decisions based on what is 
fair and just, while women tend more to consider the impact of their decisions on 
others. Their relationships with others play a major role in their decisions. 
Chickering & Havighurst (1981) also note that independence, experimentation, 
and self-development are not congruent with the expected roles of mothers nor 
consistent with the expected roles of wives. Ryff (1985) suggests that the male 
experience involves more emphasis on chronological age as a key variable and on a 
continuous, uninterrupted series of events in the family and occupational realms. 
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Women’s lives, in contrast, tend to involve varying role patterns not so centrally tied 
to chronological age. Numerous combinations of career, marriage, and childbearing 
exist for women, each with unique patterns of timing and commitment. Another look 
at Levinson’s stages reveals that his first stage of adulthood, that of Leaving the 
Home, may be non-existent for a majority of women who leave their parental 
constraints to enter the family constraints of husband and children. For men in a 
professional or career track, this may have been a time to stretch boundaries, to 
experiment with a career, and to develop one’s individual talents, but these 
experiences do not necessarily occur for women. 
The life stage perspective is also criticized for not including biological 
variables when studying adulthood. Gutmann (1970) has identified a sex-role reversal 
accompanying increasing age in which a shift from dominance to nurturance (or visa 
versa) occurs for men and women. Men turn inward with age, becoming more 
concerned with interpersonal relationships, more interested in expressive versus 
instrumental goals, and more feminine. Women, on the other hand, turn outward 
with age, becoming more involved in the external world, and taking a more active 
stance. Rossi suggests that this role reversal stems from a biological as well as a 
psychosocial basis. In "Sex and Gender in An Aging Society (1986)", Rossi explains 
that "estrogen decline in women and testerone decline in men from early middle age 
on seem likely to play a contributing role in the personality changes taking place as 
men and women age" (p. 132). 
Evans (1985), on the other hand, suggests that the focus on variability and 
environmental factors make the life event perspective particularly applicable to 
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women’s lives. She cites several studies to support her statement. A 1980 study 
conducted by Perun and Bielby of academic women social scientists, identified three 
patterns of family and work cycles. They found that the age at which various life 
events occur vary widely according to the pattern chosen and that one pattern does not 
lead to greater achievement than another. Another study conducted by Manis (1980) 
of women making the transition from homemaker to employment, found considerable 
variations in the order in which these women finish college, marry, work, stay home, 
and pursue advanced degrees. The Blaukopf study (1981) of women returning to 
college found that there was no single event which prompted these women to return to 
college but several life change events occurring over time. The findings also showed 
that these women did not describe these events as traumatic, but as part of an ongoing 
process. 
Fallo and Ryff (1982) provided evidence for the individual timing perspective 
and its application to women. They looked at the cohort differences of the preferred 
timing of female life events by surveying 240 females between the ages of 20 to 80 
years old. These women responded to a self-report instrument, an extended and 
modified form of the Neugarten, Moore and Lowe (1965) Age Constraint Scale, 
which was designed to measure preferred social timetables. Their findings suggest 
that what constitutes on time schedule may vary depending on one’s cohort 
membership; that there are considerable generational misperceptions in the preferred 
timing of events; and that there seems to be a discrepancy between the actual timing 
of events and the preferred timing of events. 
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Other developmental psychologists, specifically Peck (1986) and Josselson 
(1987), found that the current developmental theories were still inadequate to describe 
women’s lives. Instead, they called for a theory that would include the importance of 
relationships and attachment in women’s lives and one that would be "flexible enough 
to encompass the multiplicity of roles and circumstances in women’s lives" 
(Josselson, 1987, p.26). 
Peck (1986) presented the Self-Definition Model as a new model for describing 
women’s development. This model, viewed as a spiraling funnel, is based upon the 
central issue of attachment and its importance for women’s self-definition. It 
illustrates how a woman’s sense of self is defined and redefined during the adult 
years. It emphasizes the social, political and emotional climate of the times; and the 
sphere of influence within women’s lives, that is, the sum of their relationships with 
others (e.g., family, friends, work). 
Peck proposes that the key to expanding the funnel is the "woman’s ability to 
both influence and change her web of relationships" (Caffarella & Olson, 1993, p. 
136). This is achieved through two critical characteristics within this sphere of 
influence, those of flexibility and elasticity. Flexibility refers to the way the sphere 
expands to include new relationships or constricts to prevent new relationships, and 
the way a woman redistributes her emotional involvement with each relationship. The 
second characteristic is elasticity, which identifies the degree to which particular 
relationships in the sphere are responsive to the changing needs, motivations, and 
self-definition of the woman. Peck proposed that the sum of the social-historical 
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forces and the elasticity and flexibility of the sphere of influence results in the self¬ 
definition of the woman. 
Peck further describes women’s self-definition in adulthood as an ongoing 
process of self-awareness and self-knowledge gained primarily through relationships 
to other people and to the degree of mastery gained through work and other 
productive efforts. Although Peck has not substantiated her findings with empirical 
studies, she has been credited with proposing "the most comprehensive model of 
women’s development...that takes into account the unique ways in which women 
define themselves throughout their adult lives "(Caffarella & Olson, 1993, p . 136). 
By studying ordinary women, Josselson (1987) learned more about the internal 
and developmental roots of identity formation for women. She hypothesized that the 
identity formed during adolescence remained intact throughout adulthood. Her 
longitudinal study began with intensive interviews of sixty randomly selected women 
between the ages of 20 and 22, during 1971 to 1973 from four colleges and 
universities. At the completion of the interviews, the women were assigned to one of 
the four identity statuses hypothesized by Marcia (1966) and based on the presence or 
absence of crisis and commitment in occupational and ideological realms (Josselson, 
1987, p.29). The four identity statuses include those of (1) Identity Foreclosures- 
those who base their identity on either parentally derived expectations or childhood 
plans and beliefs without questioning, scrutinizing or experiencing crisis and 
basically, by-passing the identity stage; (2) Identity Achievers-those who undergo the 
process of testing options, then commit themselves to ways of being; (3) 
Moratoriums-those who are actively in a crisis or exploratory phase and are struggling 
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to make commitments but have not found the right ones; and (4) Identity Diffusers- 
those who experience neither crisis nor commitment, who abandon childhood 
resolutions but have not yet found new ones, who seem to drift and can be easily 
molded by others. A follow-up interview with thirty-four of these women twelve 
years (1987) later determined that the configuration of a woman’s identity at the close 
of adolescence forms the template for adulthood. Thus, those who were identified as 
Foreclosures, Moratoriums, Achievers and/or Diffusers in late adolescence remain so 
as young adults. 
This study also examined the influence of separation and attachment upon 
women’s identity development. Through it, Josselson found that women constantly 
struggle between wanting to be separate as well as wanting to be connected to others. 
She concluded that "foreclosure" women showed the greatest attachment to 
relationships while "moratorium" and "diffusion" women showed the least attachment. 
"The "Achievement" women demonstrated an optimal balance of needs for relatedness 
and separateness" (Enns, 1991, p.210). She further emphasized that relatedness, the 
connection and affiliation with others, played a major role in the identity development 
of these women. Thus, "women move along in the world through relational 
connections; who they know had much to do with who and how they became" 
(Josselson, 1987, p.169). 
Ten years later, Josselson (1995) was able to follow-up on thirty of these 
women. She had hoped to find distinct stages and clear patterns but instead found 
women "weaving" the multiplicities of their lives and at the same time, trying to 
achieve balance and harmony among on these diverse parts of living. She also 
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renamed the identity statuses. Pathmakers, formerly the Identity Achievers, were the 
most predictable group who had been able to weave reflective and stable lives but also 
lives they felt were their own. The Drifters, previously the Identity Diffusers, 
returned home to their familiar surroundings and placed great effort into finding 
themselves. The Guardians or Foreclosures, were the biggest surprise, according to 
Josselson. They, who were the most grounded and steadfast in their beliefs and 
principles in previous interviews, began to give voice to what they silenced in their 
past and began to reshape who and what they were. Some of the Searchers, formerly 
the Moratoriums, became more like Guardians, others like Pathmakers. Some 
remained as Searchers dealing with their inner turmoil of identity. Josselson (1995) 
concludes that "at the crossroads of midlife these women resemble each other in 
where they are even though they may have arrived from different directions. For all 
of them...progressive growth in identity means finding room for many aspects of 
themselves, not so much as a matter of taking up social roles such as worker or 
mother, but as a matter of feeling meaningfully connected to action in the world" (p. 
26). 
In other research, Josselson (1992) found that relatedness is not only at the 
core of growth and development for women, but for all adults as well. Her findings 
were based on intensive interviews with 55 men and women ranging in age from 11 
to 93 who represented different ethnic and cultural backgrounds. Each interviewee 
mapped out important people in their lives, beginning at the age of five, then at five 
year intervals up to their present age. Next, they explained in depth, the meaning ot 
these people in their lives. From this information, Josselson identified eight different 
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ways people relate to each other and overcome the space between them. These eight 
ways include: (1) holding which provides the ability to trust and rely on others; (2) 
attachment which creates a sense of belongingness; (3) passionate experience which 
relates to pleasure seeking needs; (4) eye to eye validation which relates to 
communicating through eye contact and creating a sense of mattering; (5) 
idealization/identification which provides the ability to relate to others at an emotional 
distance; (6) mutuality which provides the ability to engage oneself with others; (7) 
embeddedness which represents a yearning to belong and be connected; and (8) 
tending which refers to one’s need to care for others and in turn, to be cared for. 
Based on her findings, Josselson (1992) cited profound differences between 
men and women around the issues of passionate experience, eye to eye validation and 
mutuality. Passionate experience for women tends to be romantic, interwoven with 
holding, validation, and mutuality, and the longing for enduring union. For men, 
passionate experience is a primary motivating force, intensely sexual in its origin. 
Women tend to draw upon the responses of others to validate their sense of self while 
men tend to know who they are through what they do, accomplish or pursue. In 
regards to mutuality, women become more easily attached to others by talking, 
sharing insights and disclosing feelings. Men, on the other hand, struggle with the 
issues of sharing and confiding, and tend to bond through the act of cooperating and 
doing something together actively, such as hugging during a sports game. Her 
disclosure of these gender differences further confirms what other theorists, such as 
Gilligan (1979; 1982), Rossi (1980) and Peck (1986) have suggested. Women tend to 
33 
grow and develop through connectedness with others while men tend to grow and 
develop through separation and through different forms of relatedness with others. 
Both Peck’s (1986) model and Josselson’s (1987, 1992, 1995) studies have 
provided interesting insights into the different levels and intensities of relatedness and 
the influence of these interrelationships upon our lives, but their findings are 
inconclusive. Peck’s model needs to be tested and measured in an actual setting. 
Josselson’s studies require further replication with larger samples of men and women. 
Despite the limitations present in these studies and the studies of Gilligan and others, 
I am impressed by the evidence that attachments and connectedness play a significant 
role in women’s development and in their lives. I also believe that attachments and 
connectedness, referred to as social support in this study, may have particular 
importance during stressful times. This study will examine the influence of such 
relationships in helping this sample of women manage and survive downsizing. It 
will look at the accessibility, quality, and value of their social support and determine 
whether these affiliations influenced their ability to cope and become more resilient 
during stressful times. 
Organizational Downsizing 
Organizational downsizing has been an integral component of organizational 
development theory since its inception after World War II (Johansen, 1991/1992). 
Downsizing was often correlated with the impending decline of a particular 
organization whose systems and/or products were becoming obsolete. But today 
downsizing has taken on a different meaning. Sometimes referred to as rightsizing, 
restructuring, re-engineering, streamlining and various other euphemistic terms, it has 
34 
become a common phenomenon in today’s organizations and "an accepted, almost 
routine way of managing" (Freeman, 1992/1993, p.10). Once perceived as an 
expected event among blue collar workers, it became a common occurrence among 
middle managers, professionals and executives during the late 1980’s and continues to 
this day. 
Cameron (1994) defines downsizing as a "set of activities, undertaken on the 
part of the management of an organization and designed to improve organizational 
efficiency, productivity, and/or competitiveness" (p.192). Based on a review of the 
organizational downsizing literature, Kozlowski et al. (1993) define it as "a deliberate 
organizational decision to reduce the workforce that is intended to improve 
organizational performance" (p.267). Four attributes of downsizing can be gleaned 
from these definitions. The first attribute is that downsizing just doesn’t happen to an 
organization; it is an intentional set of activities. The second is that downsizing 
results in reduced personnel. Third, downsizing aims to improve the efficiency of the 
organization, and fourth, downsizing affects work processes. All in all, it can be 
proactive, intentional and designed to support long-term organizational strategy or 
reactive, crisis-oriented, and inconsistent with future states of the organization. 
Downsizing can be implemented in a variety of ways, according to Freeman 
(1992/1993) and Cameron (1994), who studied 30 firms within the automobile 
industry over a four year period. Their study involved extensive interviews with the 
leaders of the organization which included five interviews over a three year period. 
These leaders also completed two questionnaires at the beginning and end of the 
study. In addition, questionnaires were distributed to 3908 salaried employees across 
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the 30 firms which asked their response to downsizing methods utilized, 
organizational climate, readiness for change, and organizational effectiveness. Based 
on their interviews and a 51% response rate to their questionnaires, the researchers 
identified three strategies for implementing downsizing. These three strategies 
include: (1) workforce reduction strategies; (2) systemic strategies; and (3) 
organizational re-design strategies. Workforce reduction strategies refer to decreasing 
the size of the workforce achieved through retirement incentives, buyout packages, 
attrition, and lay-offs. Systemic strategies focus on changing the organization’s 
systems, culture, attitudes, and values, and looking critically at how business is 
conducted. This results in reducing response time, eliminating or simplifying certain 
procedures or designer processes, and identifying hidden cost areas. Organizational 
redesign strategies refer to re-structuring work processes, consolidating and merging 
units, and decreasing hierarchial levels. 
Freeman (1992/1993) provides a theoretical framework for looking at these 
downsizing strategies. One strategy suggests that "downsizing-drives-redesign", that 
is, the focus is on making the organization smaller and redesigning the organization 
based on the remaining resources. The other strategy suggests that "redesign-drives- 
downsizing", that is, the organization changes the way work is done, redefines the 
work to be done, and based on the results, implements the appropriate downsizing 
strategy. Her premise is that organizations which pursue redesigning before 
downsizing, will experience lower levels of dysfunctional climate (low morale, 
restricted communication) and receive higher ratings of success and better 
organizational performance overall. 
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In Freeman’s (1992/1993) and Cameron’s (1994) study of the automotive 
industry, only six of the 30 firms reported higher ratings of success and better 
organizational performance and productivity. This success may be attributed to the 
gradual implementation of downsizing in incremental degrees and to the systematic 
analysis of tasks, personnel skills, and organizational functions or as Freeman 
suggests, a "redesign-drives-downsizing” strategy. In contrast, those organizations 
which implemented immediate and short term measures to downsize, reported low 
productivity, decreased performance and low morale, resulting in a "downsizing- 
dr ives-redesign" strategy. Reports by Baumohl (1993) and Pearlstein (1994) in the 
popular press underscore similar findings. Many organizations which downsize do 
not obtain the anticipated results of increased profits and productivity and a higher 
level of competitiveness in global markets. 
Freeman (1992/1993) also notes that another variable which influences the 
impact of downsizing upon the organization is the top managers’ perception of the 
change. If the downsizing is perceived as a threat, it can lead to the centralization of 
authority, limited participation in the downsizing and redesign decisions, a focus on 
internal change and conservation of resources, ending in a "downsizing-drives- 
redesign" strategy. If, however, the manager perceives the downsizing as an 
opportunity or challenge, it leads to broader participation, a focus on external change, 
and results in a "redesign-drives-downsizing" strategy. 
Kozlowski et al. (1993) identified downsizing approaches similar to those of 
Freeman and Cameron. They maintain that downsizing is achieved by implementing 
certain targets and strategies, followed by transition management, and interventions. 
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Targeting refers to reductions in various components of an organization. Targets can 
be made across-the-board, to particular geographic locations, or to organizational 
segments, or by implementing a combination of these three approaches. Strategies for 
reducing the workforce include natural attrition measures; induced redeployment, that 
is, providing financial incentives to encourage people to retire and/or leave the 
organization; and involuntary redeployment or forced compliance achieved through 
furloughs, transfers, and layoffs. Once the targets and strategies are implemented, 
the organization manages the transition. This requires extensive and continuous 
communication with employees and intervention aids, such as outplacement services, 
counseling, and retraining programs for both the terminated employees and the 
survivors - those employees left behind after the downsizing. 
In another view of downsizing strategies, Khan (1987) presents four commonly 
accepted methods: (1) normal attrition: people leave the organization and/or positions 
are frozen; (2) induced attrition: financial incentives to encourage people to resign or 
retire; (3) planned change: targeting cutbacks to specific functions and services; and 
(4) the visionary approach: rethinking the traditional services and functions of the 
organization and envisioning how it could be more effective in the future. Khan 
recommends the fourth method as the most effective way to downsize. 
There are several similarities in the approaches presented. Freeman and 
Cameron’s workforce reduction strategies are similar to Kozlowski’s et al. strategies 
for workforce reduction and Khan’s normal and induced attrition methods. The work 
design strategies suggested by Freeman and Cameron are similar to Kozlowski s et al. 
targeting techniques and Khan’s planned change approach. Freeman and Cameron s 
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systemic strategies for changing organizational structure and attitudes are similar to 
the visionary approach presented by Khan. 
Whatever the strategy, downsizing has a profound effect on the organization 
and its employees, including those who are terminated and those who remain. 
Individuals terminated by downsizing experience financial loss (Podgursky & Swaim, 
1987; Buss & Redburn, 1987; Rowley & Feather, 1987); a decrease of well-being in 
relation to their physical, psychological and cognitive functioning (Jahoda, 1979, 
1988; Kessler, House & Turner, 1987; Dooley & Catalano, 1988); an increase of 
strain in family relationships and on resources (Atkinson, Liem & Liem, 1986; Liem 
& Liem, 1988); and they exhibit various coping mechanisms, such as spending more 
time with family or friends or participating in pastime activities or volunteer work, to 
alleviate the impact of unemployment (Leana & Feldman, 1988; Feather, 1989; 
Kinicki & Latack, 1990; Kozlowski et al., 1993). 
A newly developed field has emerged in the organizational development 
literature, which examines the "survivors" of downsizing strategies coupled with what 
has been termed the "survivor’s syndrome". According to this literature, survivors 
display a variety of reactions. Some feel relieved; others experience guilt; still others 
feel anxious, wondering if they will be next to lose their jobs (Boroson & Burgess, 
1992; Baumohl, 1993). In addition, extended hours and increased responsibilities 
which often accompany downsizing, result in higher levels of stress, discontent, and 
"a clear tendency to retreat to doing more intensely those things done traditionally, to 
doing the ’tried and true’ rather than thinking about and trying new and different 
things" (Smallwood & Jacobsen, 1987, p.44). Some survivors take on a "vanishing 
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employee" behavior. They maintain a low profile, become more careful and less 
vocal, squelch new ideas, and believe if they are not visible, they will not be fired. 
Brockner (1988; 1990) and his colleagues (Brockner et al., 1987; Brockner, 
Grover, Reed & DeWitt, 1992; Brockner, Wiesenfeld, Reed & Grover, 1993) 
conducted several studies to determine survivors’ reactions to downsizing. Their 
work was based on equity theory which posits that employees’ work outcomes (e.g., 
salary, rank) are commensurate with their work inputs (e.g., performance); and on 
the stress literature which suggests that post layoff work environments can be quite 
stressful, leading to worry, anger and an array of other physical and emotional 
symptoms. Their conceptual framework suggested that layoffs have the potential to 
affect survivors’ psychological states which, in turn, have the potential to influence a 
variety of work behaviors and attitudes. 
Both laboratory and field methodologies were used in their investigations. The 
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laboratory experiment explored college students’ reactions to a layoff under controlled 
conditions. The field study was comprised of a questionnaire which was administered 
to 1,602 employees in a chain of company owned retail stores which had recently 
experienced store closings. Five hundred and ninety seven surveys were returned 
within a six week period. Employees responded to questions about their level of 
organizational commitment, turnover intention, perceived job quality, fairness, and 
co-workers reactions prior to and after the layoffs. In analyzing the data, Brockner et 
al. (1993) determined that "survivors reported a greater decrease in organizational 
commitment when (a) the job is perceived to have become less intrinsically 
interesting, (b) perceived fairness is relatively low, (c) co-workers seem to react more 
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negatively, and (d) survivors’ prior attachment to the layoff victims is relatively high” 
(p. 190). 
Using the data from this questionnaire, Brockner et al. (1992) further 
examined the level of job insecurity survivors experienced and the survivors’ need to 
work. Job insecurity is dependent upon the perceived threat (e.g., the estimated 
likelihood of job loss) and the perceived control (e.g., the survivors’ belief that they 
or their employer will assist them in alleviating the negative consequences of job 
loss). It was predicted that work effort was greater at moderate, rather than at high 
or low levels of job insecurity. Thus, low work effort results when a) the threat of 
job loss is high, coupled with low control of the situation and high job insecurity and 
b) the threat of job loss is low, coupled with high control of the situation and low job 
insecurity. Work effort is most effective during moderate levels of job insecurity, 
that is, when the threat of job loss and perceived control is either high or low. 
Brockner (1990) and Brockner et al. (1987) also suggested that survivors’ 
reactions to layoffs and their commitment to the organization were dependent upon 
how fairly the laid-off individuals (the "victims") were treated and compensated by 
the organization, and the type of relationship they had shared with the victims. Their 
findings indicate that survivors react more negatively when those laid off are 
dismissed with little or no compensation. "The negative reaction took the form of 
reduced work performance in the laboratory study, and lowered commitment to the 
organization in the field study" (Brockner et al., 1987, p.538). 
Olson and Tetrick (1988) examined the impact of an externally imposed 
organizational restructuring on role perception, satisfaction and relationships among 
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organizational members. They hypothesized that organizational restructuring would 
be associated with an increase in perceived quantitative role overload and 
interaction/relationship with supervisor; a decrease in perceived role clarity and 
satisfaction with overall company, supervision, and security; and that these effects 
could be mitigated by organizational tenure, level and the direct impact of 
restructuring. Approximately one year before the mandated restructuring, 3,246 
employees of a large midwestern company responded to an opinion survey which 
checked their attitudes, perceptions and affective responses. Three months after the 
restructuring took place, 2,627 employees completed a comparable survey. The 
sample was randomly selected from a total employee population of 30,000. Their 
findings indicate that "organizational level moderates the impact of organizational 
restructuring on satisfaction with supervision and security. The effect for satisfaction 
with security is found only for those individuals who have experienced a job change 
within the 12 months prior to the second survey" (Olson & Tetrick, 1988, p.375). 
A qualitative study conducted by Johansen (1991/1992) determined how 
individuals identified, evaluated and responded to organizational changes during 
various intervals of the changes. In-depth interviews with 29 members of a 
manufacturing organization following a downsizing effort indicated that during 
anticipatory intervals, individuals scanned the environment and determined the effect 
of these changes upon themselves. They determined their risk exposure by evaluating 
their chances of being laid-off, checked their amount of control over the situation, and 
analyzed their levels of financial, supportive, and personal resources. Once the event 
occurred, the individuals conducted a postevent assessment. They used the same 
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approach as in the anticipatory interval, but added a justice assessment component, 
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reflecting upon the event and evaluating it according to how fair and just they thought 
it was. 
Begley and Czajka (1993) studied whether organizational commitment helped 
or hindered employees’ response to the stress generated by adverse organizational 
conditions and the correlated impact on job satisfaction, intent to quit, and health. 
Their survey of 155 hospital clinicians conducted prior to and after consolidation 
strategies suggests that organizational commitment buffers the relationship between 
stress and job displeasure and that stress increases job displeasure only when the 
commitment is low. 
As a new field of research, these studies have just begun to scratch the surface 
of survivors’ reactions to downsizing. They provide interesting information on how 
downsizing is implemented, and the impact and outcomes of downsizing upon the 
individuals and the organization. A major strength of these studies is that they were 
conducted prior to and/or during the actual downsizing. This would result in a more 
accurate accounting of the situation rather than a recollection of events, feelings and 
thoughts. Many of these studies implemented qualitative and quantitative techniques, 
used random sampling and obtained results for a representative sample of the total 
population studied. A major limitation of these studies is that they focus on the 
downsizing strategies of a single organization or a particular industry. It’s quite 
possible that the downsizing strategies and framework implemented for these 
situations may not be applicable to other organizations, such as those in the public or 
non-profit sector. Replications of these studies with different populations and 
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organizations would increase their reliability and validity and substantiate their 
findings. 
Organizational Downsizing in the Cooperative Extension System 
A number of studies have examined downsizing experiences within Extension 
systems from the perspective of organizational restructuring, work redesign and/or 
planned change. For example, Furgason (1992) examined the change in Extension 
Educators’ perceptions of job satisfaction and job dimensions following organizational 
restructuring at the University of Nebraska Cooperative Extension System, during the 
years from 1987 to 1992. Job satisfaction refers to the employee’s satisfaction with 
extrinsic factors, such as job security, compensation, and supervision. Job 
dimensions relate to the intrinsic conditions of work, such as skill variety, autonomy, 
and task significance or value of the task to others. Organizational restructuring 
results in the merging of county offices into cluster or regional offices and moving 
from a subject-based program to issues-based programming which requires 
interdisciplinary and team approaches to specific problems, e.g., violence in 
communities. One hundred and thirty seven Extension Educators out of 145 eligible 
participants responded to a modified version of the Job Diagnostic Survey (Hackman 
& Oldham, 1980) for a 95% response rate. The findings suggest that 
"implementation of issues-based programming and clustered work units did not alter 
Extension Educators perception of core job dimensions or levels of job satisfaction but 
may have affected some aspects of satisfaction with the work context" (Furgason, 
1992, p.4). That is, the shift of programming and clustering of work units has 
resulted in changes in the form of work (e.g., methods for completing tasks, volume 
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of work) without affecting staff perceptions of the substance or context of the work 
(e.g., nature and scope of the work). 
Parks (1991/1992) sought to determine whether participation in a planned 
change yields more acceptance of the change and in turn, more commitment to the 
organization, and which employee demographics affect the results. Her sample 
included employees of the University of Maine Cooperative Extension System 
(UMCES). Several steps were used to encourage employees’ participation in the 
planned change. Employees were asked to volunteer as committee members or to 
recommend other people for the committee, to provide input to their peers, and were 
given the opportunity to critique the final plan. Although these employees were 
involved in the process of decision making, they were not involved in making the 
final decision. Both qualitative and quantitative methods were used. Eight UMCES 
employees, representing different levels and functions within the organization, were 
interviewed regarding the need and intent of the change. Two surveys were mailed to 
UMCES employees 8 and 12 months after the implementation of the structured 
change. Ninety-four employees (92% response rate) responded to the first survey 
which addressed the employees’ participation in planning the change, acceptance of 
the change, organizational commitment, and personal characteristics. Eighty-seven 
employees (89% response rate) responded to the second survey which repeated the 
acceptance of change and organizational commitment questions from the first survey. 
The results indicated that "participation in decision making did not significantly 
influence employees’ acceptance of UMCES’s structural change. Participation did, 
however, moderately influence employees’ organizational commitment and 
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commitment, in turn, moderately influenced employee’s acceptance of change. 
Acceptance also influenced commitment, but less strongly” (Parks, 1991/1992, p.l). 
Basically, these findings suggest that participation in decision making results in 
greater acceptance of a change only if the employee’s commitment has been 
increased. Other factors, such as the employee’s perceptions of the local effects of 
the change or the direct impact of the change and/or dissatisfaction with certain 
administrators, may have influenced one’s commitment to the organization. 
Another study conducted at the University of Nebraska Cooperative Extension 
System by Tondl (1989/1990) assessed the perception of climate for change. The 
dimensions of change examined were the need for change, openness for change, 
potential for change, and participation in the change. A 63 item questionnaire was 
distributed to 163 Extension professionals, 12 Extension Administrators, and a 
random sample of 300 board members who served as an advisory board to local 
Extension offices. With an 84% total response rate, the findings indicate that the 
administrators perceived a greater potential and need for change, were more open to 
change and participated more in the change process than the professionals and the 
board members. The Extension professionals on the other hand, were more positive 
toward change than the board members, but not as positive as the administrators. In 
addition, the findings suggest that the Extension female professionals were more 
positive about the need for change, were more open to change and were more 
committed to participating in change than the male Extension professionals. 
Although these studies have provided some information about the ways 
Extension employees respond to organizational restructuring and planned change, they 
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are limited as well. Similar to the previous downsizing studies, all three studies 
(Tondl, 1989/1990; Parks, 1991/1992; Furgason, 1992) were conducted for three 
autonomous Extension organizations. Thus, the conclusions drawn are applicable to 
the populations studied but cannot be generalized to include other Extension systems 
or other organizations which have implemented work redesign strategies. Future 
replications of these Extension studies can further prove their reliability and validity 
and their applicability to other Extension organizations. The self-reporting nature of 
these studies also may bias the results. The Parks (1991/1992) study, in particular, 
failed to establish levels of organizational commitment prior to participation in the 
study which would have strengthened its findings. Further testing of the instrument 
used in the Tondl (1989/1990) study would have increased its validity and reliability. 
A replication of any of these studies in other Extension systems would further 
substantiate their findings. It’s also interesting to note that none of these studies 
referred to the organizational changes as downsizing strategies. 
In summary, this section has provided information on various strategies for 
implementing downsizing, discussed the impact and reactions of downsizing on 
survivors, and examined employee responses, including those of Extension 
professionals, to organizational restructuring and planned change. All these factors 
will be considered in designing the instrument for this study. 
Intervening Variables 
As was evident in the psychosocial development literature and the 
organizational downsizing research, change is a common thread throughout our 
professional and personal lives. People respond and react to change in a variety of 
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ways. Duck (1993) suggests that change is fundamentally about feelings, explaining 
that if organizations and businesses want their employees to contribute their heads and 
hearts, they will have to accept the fact that emotions are essential to managing 
change within the workplace. 
In this section, I will examine the impact of personal life events occurring 
simultaneously with organizational change. I will also look at intervening factors, 
such as resilient behaviors, coping strategies, and social support, which may assist 
people in dealing with continuous change within the workplace. 
Life Events 
The earlier literature on stress indicated that too much change within a 
person’s life over a short period of time could lead to illness for that particular 
individual. This was substantiated by Holmes and Rahe (1967) who devised an 
instrument, the Social Readjustment Rating Scale, for testing this connection between 
change and illness. The initial scale, comprised of 43 life events empirically derived 
from clinical experiences, was administered to 394 subjects (179 males, 215 females) 
of various ages, educational levels, marital status and religious orientations. 
Respondents completed each item based on the amount of adjustment necessary, that 
is, the intensity and length of time necessary to accommodate to the life event, 
regardless of the desirability of the event. 
For instance, the first event, marriage, was given an arbitrary value of 500. 
Respondents rated other events against this event deciding if other events took more 
or less readjustment than marriage. A life event was defined as "identifiable discrete 
changes in usual patterns of behavior, changes that can create stress, and can pose 
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adaptive challenges to the individual" (Evans, 1985, p. 13) in the previous 
psychosocial development literature. For this study, life events pertained to the major 
areas of dynamic significance in the social structure of the American way of life 
which could be deemed positive or negative, desirable or not, and/or rare 
occurrences. 
Based on their own findings and their review of work by Meyer (Lief, 1948) 
and Wolff (Wolff, Wolf, & Hare, 1950), these researchers had substantial evidence 
which showed a relationship between life stress and major and minor health changes. 
This concept was further tested by Stewart and Salt (1981) who examined the 
relationship between life stress, depression and physical illness. They administered 
two questionnaires to 122 females, ten years after graduation from an elite college. 
One questionnaire was comprised of an adaptation of the Social Readjustment Rating 
Scale (Holmes & Rahe, 1967); the other as a health questionnaire to determine the 
individual’s recent life events and health status. Their results indicate that work 
stresses were associated with illness, not depression, while family stresses were 
associated with depression, not illness. 
One common theme to all these life events is that "the occurrence of each 
usually evoked or was associated with some adaptive or coping behavior on the part 
of the involved individual" (Holmes & Rahe, 1967, p. 217). Participants in this study 
will identify the personal life events they experienced at the same time as downsizing 
and rate the impact of these events upon them. Special attention will be given to two 
life events, namely those of death and divorce, which have been given the highest 
ratings for their magnitude of readjustment on the Holmes and Rahe scale. On this 
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scale, death of a spouse or partner is given the highest rating of 100, followed by 
divorce with a rating of 73. 
Hardiness and Resilient Behaviors 
Hardiness. Although previous studies (Wolff et al., 1950; Holmes & Rahe, 
1967; Stewart & Salt, 1981) suggested a relationship between stress, change and 
illness, other researchers became more interested in those who experienced high stress 
levels and many life changes, but did not become ill. Kobasa (1979) was one of the 
earlier researchers to study this concept. Her underlying proposition was "that people 
who experience high levels of stress but remained healthy had a different personality 
structure than people who experience high levels of stress and become ill" (Jennings 
& Staggers, 1994, p.274). What emerged from her studies was the concept of 
psychological hardiness. Three dimensions constitute this concept of hardiness: "(1) 
the commitment dimension reflects a sense of meaningfulness about one’s life both in 
terms of having distinguishable personal life goals with a feeling of self-involvement 
and having a sense of community; (2) control represents the belief that one can 
influence or be responsible for one’s experiences and life events; (3) the challenge 
dimension consists of the idea that change, in the form of life events, is a positive 
phenomenon with the potential of personal growth for the individual" (Schmied & 
Lawler, 1986, p. 1218). The personality traits associated with the control dimension 
include those of "decisional control-the ability to choose from several courses of 
action; cognitive control-the ability to interpret, appraise and incorporate various sorts 
of stressful life events into an ongoing life plan; and coping skills, that is a repertoire 
of suitable resources to alleviate the stress" (Kobasa, 1979,p.3). 
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For commitment, the personality traits include the ability to confront stress 
with a sense of purpose and an unwillingness to give up, as well as the ability to turn 
to others for assistance. A predisposition to be cognitively flexible, which allows one 
to integrate and effectively appraise the threat of new situations, comprises the 
personality traits of the challenge dimension. 
Initially, Kobasa (1979) tested her concept by mailing stress and illness 
questionnaires to 837 executives of the Illinois Bell Telephone Company. After 
completing the Holmes and Rahe Schedule of Recent Life Events (1967) and the 
Wyler, Masuda and Holmes Seriousness of Illness Survey (1968), two groups were 
formed based on their scores. One group of 86 executives reported that they suffered 
high degrees of stressful life events in the previous three years, high stress and a low 
incidence of becoming ill. The second group of 75, similar to the first group, 
reported high degrees of stressful life events and high stress levels but also reported 
becoming ill after encounters with life events. Three months later, both of these 
groups received another survey which measured personality traits, demographics and 
perception of life stressfulness using a variety of standardized instruments, such as the 
Internal-External Locus of Control Scale (Lefcourt, 1973), and the Alienation Test 
(Maddi, Kobasa, & Hoover, 1979). The results indicate that high stress/low health 
executives are more in control, more committed and more oriented to challenge. Low 
health executives are defined as those who reported fewer physical symptoms, 
illnesses, and visits to the doctor. Based on these findings, Kobasa developed a 20- 
item hardiness instrument. Subsequent studies from 1979-1983 used different samples 
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from the same population, refined the original measure and added new measures 
(Kobasa, 1979; Kobasa, Maddi & Courington, 1981; Kobasa, Maddi & Kahn, 1982). 
Other research has also reported differences between hardy and nonhardy 
individuals. Rhodewalt and Zone (1989) administered the 20-item Hardiness Scale 
and an adapted form of the Schedule of Recent Life Experiences (Stewart & Salt, 
1981) to 482 recent female graduates of Westminster College. These tests measured 
the number and desirability of life events within the previous year, physical illness in 
the past six months and current level of depression. Two hundred and twelve usable 
questionnaires were returned. The sample ranged in age from 25 to 65, 59% were 
married and working, 29% were single and working, and 12% were homemakers. 
The study’s aim was to examine the relationship of psychological hardiness in 
buffering the effects of life events through the cognitive appraisal and interpretation of 
life experiences. Their assumption was that "it was not the life event per se that was 
disruptive but the person’s appraisal and interpretation of the event which created the 
distress" (p.86). The results indicate that "hardy and nonhardy individuals differ 
dramatically in both the number of events they appraise as negative and the average 
amount of adjustment required for each event" (Rhodewalt & Zone, 1989, p.86). 
Nonhardy women appraised a significantly higher proportion of their life experiences 
as undesirable, that of 40%, while the hardy women appraised 27% of their life 
experiences as undesirable. They also reported that each negative event required a 
greater adjustment, one half of their adaptational demand, as compared to one-third 
for hardy women. This study gave some evidence for the role of appraisal as a 
hardiness trait in buffering the negative effects of life events. It also found that 
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hardiness was unrelated to age, educational level, number of children and current 
lifestyle. 
Schmied and Lawler (1986) examined the relationship of Type A behavior to 
hardiness and health. They described Type A behavior as a maladaptive coping 
pattern which develops from the interaction of environmental and personality 
demands, characterized by impatience, time urgency, competitiveness, and hostility. 
Their sample included 82 female secretaries employed in administrative and academic 
offices at the University of Tennessee. These secretaries completed various 
components of the Hardiness Scale and five to six months later, 64 of the total 
participated in 10 to 15 minute structured interviews. The findings indicate a strong 
positive relation between stress and illness, but no relation between Type A behavior, 
illness, and stress. Both Type A behavior and hardiness are, however, related to 
stress levels, with Type A and low-hardy individuals reporting more life events and 
more stress (Schmied & Lawler, 1986). Although Type A behavior is not associated 
with demographic variables, some demographic variables were related to hardiness. 
Those who were older, married, and more educated showed more hardiness than 
those who were not. 
Recent research has extended the hardiness concept to families as a unit of 
analysis. For example, Bigbee (1992) assessed 58 families in relation to family life 
events, adult hardiness and illness occurrences. She hypothesized that (a) "there is a 
positive relationship between family stress and family illness; and (b) that adult 
hardiness serves as a moderating factor in the presence of family stress in reducing 
family illness occurrence" (Bigbee, 1992, p. 213). Her sample was randomly selected 
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from the phone directory of one county in Wyoming. Selection was based on the fact 
that the family had at least one child under 18 living at home. The families 
completed Kobasa’s 20-item Hardiness Scale (Kobasa, 1979), the revised Family 
Inventory of life Events (McCubbin, McCubbin & Thompson, 1987), and the revised 
Seriousness of Illness Scale (Wyler et al., 1968). The results indicate a positive 
relationship between family stress and family illness and that hardiness may serve as a 
stress-moderating factor within families. The significant correlation between adult 
hardiness and illness occurrence, along with the regression findings, "suggest that 
hardiness may have a direct effect as well as a buffering effect on the stress-illness 
relationship" (Bigbee, 1992, p. 216). 
Despite these studies, there have been several criticisms leveled at hardiness 
theory and research (Funk & Houston, 1987; Hull, VanTreuren & Vimeli, 1987; 
Green & Nowack, 1991; Jennings & Staggers, 1994). There are concerns about the 
reliability and validity of the Hardiness Scale, originally designed by Kobasa (1979) 
and further re-designed by other researchers (Kobasa et al., 1982; Schmied & Lawler, 
1986) as well as concerns about the statistical analysis, sample size and interpretation 
of data from these earlier studies. There is debate over treating the three dimensions 
of hardiness, those of commitment, challenge and control as one unitary measure or 
as a multidimensional concept. More research is also needed to further examine the 
correlational link of hardiness to health. 
To test these criticisms, Hull et al., 1987, concentrated their study on 
examining the components of the Hardiness Scale. Their sample included 1004 
college students who completed either the short or long form of the Hardiness Scale 
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(Kobasa, 1979; Kobasa et al., 1982) and various personality measures. All students 
completed the measures in order to be eligible for extra credit in an Introductory 
Psychology course. The researchers concluded that hardiness should not be 
considered a unitary dimension, that is, as one unit which combines the dimensions of 
change, control and commitment. Instead, hardiness should be viewed as 
multidimensional, with each component standing on its own; that commitment and 
control have independent effects on health related outcomes; and that the challenge 
dimension is unrelated to health outcomes. They also found little evidence for the 
buffering effects of hardiness. 
In a three year longitudinal study, Greene and Nowack (1991) investigated the 
association between stress, personality hardiness and objective health measures 
(absenteeism due to illness via personnel records) and subjective health measures 
(self-reported illness). Two separate measures of hardiness were used: the short 
form of Kobasa’s Hardiness Scale (Kobasa, 1979) and the 30-item Cognitive 
Hardiness Inventory (Nowack, 1990). Stress was measured by the Hassles Scale 
(Kanner, Coyne, Schafer & Lazarus, 1981) which listed various irritants of daily 
living related to work, family, friends, the environment and chance occurrences. The 
tests were administered to 229 full time employees of which 69% were male and 31% 
were female, with a mean age of 25 and represented diverse backgrounds. The age 
factor may indicate a short employment history. The results indicate that stress, not 
hardiness, significantly predicts absenteeism when controlling for demographic 
measures and that stress, measured via the Nowack (1990) scale, significantly predicts 
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psychological well-being. There was little evidence for the predictive validity of the 
Kobasa personality measures with either objective or subjective health outcomes. 
Despite the conflicts over the measurements for hardiness, the buffering effect 
of hardiness, and the connection of hardiness to life events, researchers are 
continually attracted to this concept of hardiness and many, who feel it holds promise. 
I, too, believe that although the empirical evidence is weak, intuitively I feel there is 
something about the human spirit which allows those who experience the most 
difficult and adverse situations, to survive and prevail. Further recovering the keys to 
hardiness could lead to the development of intervention strategies which could assist 
at risk individuals and families cope more effectively with stressful life events. 
Jennings and Staggers (1994) suggest that future studies may focus on measuring or 
defining the characteristics of hardy individuals and comparing these data with the 
previously constructed dimensions of hardiness. They also stress the importance of 
matching the appropriate instrument to the goals of the study and the population being 
studied and delineating the merits of the instrument chosen rather than re-designing a 
new instrument. Finally, they encourage "more precise theoretical models ... 
supported with the correct analytical techniques (Jennings & Staggers, 1994, p. 280). 
Resiliency. Current research on resiliency has taken this concept of hardiness 
a step forward. Instead of concentrating on the Damage or Deficit model, which 
maintains that those who have grown up under adverse and pathological situations will 
most likely become dysfunctional adults, the emphasis is placed on the Challenge 
model and those who survive adverse conditions. This is supported by 20 years ot 
work by [Wolin] ("How to Survive," 1992) with children of alcoholic parents. He 
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examined the traits, characteristics and styles of the 85% of children of alcoholic 
parents, who did not become alcoholics, and found certain resilient factors. These 
factors include: (1) insight, the habit of asking oneself penetrating questions and 
giving honest answers; (2) independence, drawing boundaries and keeping one’s 
emotional distance; (3) relationships, the give and take of relating to others; (4) 
initiative, taking charge of problems and testing oneself; (5) humor, finding the comic 
in tragedy; (6) creativity, resolving and expressing inner conflict in artistic forms; and 
(7) morality, "adhering to standards of decency" [Wolin] ("How to Survive," 1992, p. 
38). Wolin further identifies reframing as the core or heart of resiliency, that is, a 
way of shifting focus and looking at situations from a different perspective. He 
defines resiliency as "the capacity to rise above adversity and forge lasting strengths 
in the struggle" (p.36). 
Barnard (1994) supports the resiliency model as well. In a review of the 
resiliency literature and a literary critique of 400 men and women of the twentieth 
century who had made some significant impact on the world, he identified factors 
which contribute to an individual’s resiliency. One factor is that of being perceived 
as more cuddly and affectionate in infancy and beyond. This may be attributed to an 
innate temperament, to the environment or to a combination of both of these, which 
results in creating a more positive interaction between parent and child. This leads to 
a second factor, that of higher intelligence. Having no siblings born within 20 to 24 
months of one’s own birth is identified as a third factor. Other factors include the 
capacity and skill for developing intimate relationships, having an innate sense of 
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purpose, the ability to develop and apply meaning to one’s circumstance, the capacity 
to disengage from the situation, and having an internal locus of control. 
Beardslee (1989) further substantiates these correlates to resiliency. From his 
perspective, dimensions that build resiliency include a close, confiding relationship in 
the early years; constitutional factors, such as temperament; and inner psychological 
characteristics which include the individual’s mode of thought, response and action, 
expressed via coping style, positive self-esteem, sense of being effective, and in 
control of one’s surroundings. These dimensions of resiliency are based in the 
concept of self-understanding which suggests that of the inner psychological 
processes, some function to defend and handle conflicts while others function to 
adapt, control and integrate. "Self-understanding can in part be conceptualized among 
the higher level complex, integrative ego functions" (Beardslee, 1989, p.274). They 
are further based in the life stage and identity formation concepts of Erikson (1950) 
and moral development theory proposed by Kohlberg (1987). Overall, these theories 
suggest that a sense of identity evolves and develops as a person reflects on his/her 
experience, enhances his/her capacity to understand, conceives of the world in more 
complex terms, and thinks in increasingly differentiated levels. 
To test his assumption, Beardslee collected the life histories of 11 individuals 
who participated in the civil rights movement for more than 15 years; 3 survivors of 
childhood cancer (one adolescent and two adults); and 20 children of parents with 
dysfunctional behaviors. Ten of the 11 civil rights workers were re-interviewed six 
years later and 18 of the 20 children were re-interviewed two and one-half years later. 
The life histories were in depth interviews which allowed the individuals to describe 
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their world view and their understanding of themselves and their capacities as well as 
the influences of their family and other social and cultural forces. Using an inductive 
approach, Beardslee identified several dimensions of self-understanding based on the 
commonality of themes found in these life histories and the role of understanding 
expressed by the individual life experiences. These dimensions include (1) adequate 
cognitive appraisal: the ability to identify the stresses, followed by the ability to 
respond and change to meet the demand; (2) realistic appraisal for capacity and 
consequences of action: the ability to assess the personal capacity for action and the 
effects of personal action; (3) the ability to take action; (4) a developmental 
perspective, that of knowing what can happen at different points in time; and (5) an 
ongoing process of understanding. 
One might hypothesize a relationship here between these self-understanding 
principles and at least two dimensions of hardiness. Beardslee’s adequate control and 
realistic appraisal appears similar to the control dimension of hardiness - the ability to 
assess and react to situations. Beardslee’s developmental perspective may relate to 
the challenge dimension, the ability to be cognitively flexible in meeting new 
situations. 
Felsman and Vaillant (1987), who examined a core group of youth as part of 
the Study of Adult Development at Harvard Medical School, found similar resilient 
behaviors as described in the previous studies. This longitudinal study followed a 
Core City sample of 456 men from early adolescence into late middle life. Five- 
sixths of these men were re-interviewed at ages 25, 31 and 47. As a whole, this Core 
City sample was materially disadvantaged. Half of them lived in slum neighborhoods 
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and in families limited by education, income, and known to several social service 
agencies. 
Data on the subjects were collected via interviews with the boy, his school and 
his family and compared to data collected from public probation, mental and social 
agency records. Clinicians blind to all post adolescent information rated the men 
based on a review of their interview data and records. The early life rating scales 
included: (1) the 20-point Childhood Environmental Strengths Scale (Vaillant, 1974) 
which assigned points for childhood emotional problems and physical health, 
relationships with parents and siblings, school and social adjustment, and global 
expression; (2) 50-point Childhood Environmental Weaknesses Scale (Glueck & 
Glueck, 1950) which included items on family cohesion, maternal and paternal 
affection and supervision; (3) the Wechsler-Bellevue IQ test (Wechsler, 1981); (4) the 
Parents Socioeconomic Status (SES) Scale (Hollingshead & Redlich, 1958) based on 
educational, residence, and prestige of occupation levels; and (5) the 8-point Boyhood 
Competence Scale (Erikson, 1963) which quantified Erikson’s fourth stage of 
development, that of Industry versus Inferiority, and measured participants in part- 
time work, household chores and other extra curricular activities. 
Clinicians blind to all the information collected before the subjects reached age 
30 rated the men on the basis of two hour interviews conducted when the men were 
30. The adulthood rating scales included: (1) the Adult Life Stage rating, a 5-point 
scale based on the Eriksonian model (Vaillant & Milofsky, 1980); (2) the Health 
Sickness Rating Scale (HSRS) used to assess mental health (Laborsky & Bachrach, 
1974; (3) the 9-point Object Relations Scale (Vaillant & Milofsky, 1980) which 
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measured each individuals relative success in developing networks with family, 
friends, co-workers and other external groups; (4) the Maturity of Defenses Scale 
(Vaillant, 1977) which rated the men on a continuum of maturity to immaturity; and 
(5) the SES Scale (Hollingshead & Redlich, 1958). 
When a comparison was made between the men in the top and bottom quarters 
of the Health Sickness Rating Scale, there were evident distinctions between those 
who achieved social competence, happy marriages, regular employment and those 
who did not. "At age 47, the men who were most successful at Stage 4 tasks of 
industry were twice as likely to be rated as generative, were twice as likely to have 
warm relations with a wide variety of people, and were 16 times less likely to have 
experienced significant unemployment” (Felsman & Vaillant, 1987, p. 296). 
Based on the outcomes and success of these men’s lives, these researchers 
identified certain resilient behaviors. These behaviors include: ego strength in which 
the individual marshals cognitive, affective and physical resources to meet internal 
and external demands; coping capacity which is the ability to make the most of a 
situation and the perception that one is not impoverished; self-efficacv which refers to 
"a subjective, affective satisfaction derived from competent involvement with one’s 
environment" (Felsman & Vaillant, 1978, p. 306); and cognitive capacity, the ability 
to seek out, identify, engage and draw on outside supports. Previous risk research 
often referred to these types of individuals as the invulnerables, those who have an 
"enormous human capacity to face, endure, and master the arbitrariness of fate and 
circumstances" (p.289). Other researchers who have studied the long term outcomes 
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of children of schizophrenics, referred to these individuals as having a steeling or 
hardening capacity. 
Similar resilient themes resulted from a study by Valentine and Feinauer 
(1993). They interviewed 57 adult women who had been sexually abused as children. 
From the 22 completed interviews, certain factors or resiliency themes were identified 
as elements which assisted these women in surviving abuse. They include supportive 
relationships outside of the family, high self-regard and worth as a person, a high 
internal locus of control, a strong spirituality or religious base, and the ability to let 
go of the blame and guilt. These researchers defined resiliency as the "power or 
ability to return to original form or position after being bent, compressed or stretched, 
as well as the ability to overcome adversity, survive stress, and rise above 
disadvantage" (Valentine & Feinauer, 1993, p.222). 
In summary, the findings regarding the hardiness concept and more recent 
research on resiliency, are suggestive although contested. There is some evidence 
that supports a relationship between hardiness and health; a recognition of the three 
dimensions of hardiness as those of commitment, challenge and control; and the 
differences between hardy and nonhardy individuals and families (Kobasa, 1979; 
Kobasa, et al., 1982; Schmied & Lawler, 1986; Rhodewalt & Zone, 1989; Bigbee, 
1992). At the same time, other researchers have disputed these findings suggesting 
inconsistencies in data analysis, in the interpretation of the sampling procedures, and 
in the original design of the Hardiness Scale (Funk & Houston, 1987; Hull et al., 
1987; Greene & Nowack, 1991; Jennings & Staggers, 1994). Much of the resiliency 
work is based on speculation, personal and professional experiences, intuition and 
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inductive reasoning (Beardslee, 1989; Valentine & Feinauer, 1993; Barnard, 1994). 
This is partially due to the fact that there is not a specific instrument designed to 
measure resiliency quantitatively. Qualitative approaches may be subject to 
interpretation by the researcher and his/her own professional expertise, and the 
subject’s perception and interpretation of previous events and experiences. The 
Felsman and Vaillant (1987) longitudinal study of men from adolescence to middle 
adulthood seems to provide the most concrete evidence of resiliency traits, but, it too 
is limited by gender, race, and reflects a single historical cohort. Despite these 
drawbacks, these combined studies have expanded the knowledge of resiliency and 
specifically, identified various skills, competencies, and thought processes which can 
assist individuals and families in overcoming adverse situation. 
Coping Strategies 
Much of the stress literature refers to the importance of coping strategies in 
dealing with stressful situations (Kobasa, 1979; Folkman & Lazarus, 1980; Moos & 
Billings, 1982). Coping, according to Folkman and Lazarus (1980), is "defined as 
the cognitive and behavioral efforts made to master, to tolerate, or reduce external 
and internal demands and conflicts among these demands" (p.223). The strategies or 
efforts implemented can also influence an individual’s physical and psychological 
well-being. 
The stress research makes a distinction between coping resources and coping 
responses. Coping resources refers to "those aspects of the self that provide general 
personal resources for handling adverse environmental events"; they do not refer to 
"what people can do, but what is available to them for developing their coping 
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repertories" (Ashford, 1988, p. 21). Some aspects of coping resources include a 
feeling of control or mastery, a sense of self-efficacy and an underlying belief that 
one can handle the stressful situation; a positive self-esteem; and a tolerance of 
ambiguity, the ability to sustain oneself during uncertain times. 
Coping responses, on the other hand, "are steps individuals take to alter a 
stressor or reduce its impact" (Ashford, 1988, p.21). Responses are categorized as 
appraisal-focused coping, problem-focused coping and emotion-focused coping. 
Appraisal-focused coping refers to the capacity to redefine the situation as a challenge 
rather than as a threat. Avoidance is also a form of appraisal-focused coping. 
Seeking information regarding the change and accessing feedback are forms of 
problem-focused coping. Controlling emotions and/or actively expressing emotions 
via outbursts, indulging in chemical abuses, or acting out are examples of emotion- 
focused coping. 
To test this concept of coping types, Folkman and Lazarus (1980) examined 
the way 100 community residing men and women, aged 45 to 64, coped with daily 
stresses over a one year period. These men and women participated in monthly 
interviews, completed a self-reported questionnaire between interviews, and responded 
to the 68-item Ways of Coping checklist developed by Folkman and Lazarus (1980) to 
identify the coping strategies they used in recent stress encounters. The findings 
indicate that in 98% of the 1,332 episodes reported, the sample used both emotion- 
focused and problem-focused coping. There was also more variability than 
consistency in the coping patterns of the sample. 
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Based on these findings, Folkman and Lazarus (1980) concluded that people 
first evaluate the event to determine what is at stake (primary appraisal) and then, 
evaluate the available coping resources and options (secondary appraisal). The 
appraisal leads to the coping effort. If people perceive the stressful encounter as 
threatening or harmful with few possibilities for beneficial change, they implement 
emotion-focused coping. If they perceive that action would ameliorate the stress, they 
favor problem-focused coping. 
Another study by McCrae (1987) examined the type of coping strategies used 
in response to particular events. Participants of this study were members of the 
Baltimore Longitudinal Study of Aging (BLSA). A total of 255 individuals responded 
to a checklist of life events covering the preceding year. The researcher and another 
psychologist classified these events as losses (death of parent, relative), as threats 
(personal illness, finding a job), or as challenges (job promotion, marriage, starting 
school). Based on their scores, individuals were given an assigned event. After six 
months, the respondents were sent another questionnaire and were asked to recall the 
assigned event. Based on their successful recall of the event, they identified possible 
coping actions they utilized during the course of the stressful event in the past year 
and a half. The questionnaire was comprised of 68 items taken from the Ways of 
Coping checklist (Folkman & Lazarus, 1980) and 50 items designed by the 
researcher. The findings indicate that ’’faith, and expression of feelings were used 
most often in response to loss; fatalism, wishful thinking, and seeking help were used 
most often by individuals facing threats’’; and a variety of mechanisms, including ... 
65 
"rational action, positive thinking,... self-adaptation and humor were used primarily 
by subjects facing challenge" (McCrae, 1987, p. 923). 
A second study was conducted with 151 other participants of the Baltimore 
Longitudinal Study of Aging. Subjects were mailed a questionnaire, comprised of 
three parts: Coping with Loss, Coping with Threat, and Coping with Challenge. 
Respondents were asked to think of an event in the past six months which resulted in 
a loss, threat or challenge. Next, they were to identify the various coping actions 
they implemented in the past six months by responding to a Coping Questionnaire, 
designed by the researcher. Again, analysis indicated the same results as the first 
study. Both studies confirm that "the type of stressor systematically influences the 
selection of coping mechanisms" (McCrae, 1987, p. 927). In practical terms, 
different types of coping are appropriate for different types of stressors and no single 
form of coping is the most useful as a mediator of stressful outcomes (McCrae, 
1987). Limitations cited for these studies are that the investigators appraised the 
situations as loss, threat, or challenge rather than the individuals; and that the studies 
did not take into account personal characteristics which may affect how one copes. 
To further test the role of coping responses and resources in a field setting, 
Ashford (1988) administered a questionnaire to 180 employees of the marketing 
department within a regional AT & T company, one month prior to a major 
organizational change. The questionnaire, developed by the researcher, was designed 
to measure respondents’ knowledge of perceived stressors, assessment of own stress 
level, and coping behavior. The sample was comprised of 44% males and 54% 
females representing various levels and functions within the department. The same 
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questionnaire was given to the same sample six months after the change was 
implemented; 83 usable questionnaires were returned. The results indicated that 
"uncertainty across several domains and the perceived disruption caused by the 
organizational transition were associated with increased stress, both while anticipating 
the change and six months after it occurred" (Ashford, 1988, p. 30). 
Although coping resources and responses proved somewhat useful in buffering 
the effects of the organizational transition, two particular resources and one response 
stood out. Feelings of personal control and tolerance of ambiguity as coping 
resources, appeared to be the most useful buffer of the transition related stressors. 
Sharing worries and concerns appeared to be the most effective buffering response. 
These three factors also assisted in reducing the level of stress both prior to and six 
months after the change by examining the inter-correlations between pre and post 
organizational change scores. Although this study represents an initial effort in 
understanding individual reactions to organizational transitions, it is limited by its 
self-reporting nature and by the fact, that the respondents were not randomly selected 
and not representative of the total employees within the organization. 
Research by Carver, Scheier, and Weintraub (1989) suggested that the coping 
dimensions derived by Folkman and Lazarus (1980) were too simple. They designed 
a multidimensional coping inventory, referred to as COPE, which identified 13 
dimensions of coping. These included: (1) active coping or the process of taking 
steps to ameliorate the stress; (2) planning or thinking about how to cope with a 
stressor; (3) suppression of competing activities or putting aside other things to 
concentrate on the stressor; (4) restraint coping or waiting until an appropriate 
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opportunity to act presents itself; (5) seeking social support for instrumental reasons, 
that is seeking advice, assistance and information; (6) seeking social support for 
emotional reasons, that is getting moral support, understanding; (7) focusing on and 
venting of emotions or the tendency to focus on whatever distress one is experiencing 
and then, ventilating these feelings; (8) behavioral disengagement or reducing one’s 
effort to deal with the stressor; (9) mental disengagement or various activities to 
distract the person from the stressor, such as sleeping, escaping into television; (10) 
positive reinterpretation and growth, that is coping aimed at managing distressed 
emotions rather than dealing with the stressor; (11) denial or refusal to believe that 
the stressor is happening; (12) acceptance or ability to accept the reality of the 
situation; and (13) turning to religion as a source of support and comfort. 
The original COPE inventory was tested by 978 undergraduates at the 
University of Miami in group sessions; revised and tested again with 476 students 
with the inclusion of additional personality measures; and tested a final time with 117 
students. In this latter study, respondents were asked to recall and think about their 
most stressful event over the past two months and then, identify the coping strategies 
used for dealing with that event. The findings substantiate the validity of this 
inventory and allow an initial examination of associations between dispositional and 
situational coping tendencies. This examination suggests that people bring their own 
coping strategies to particular situations and as such, become locked into a particular 
response, or that people have certain personality characteristics which predispose them 
to cope in certain ways when they confront adversity. These findings suggest that 
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personality traits and coping dispositions both play roles in situational coping (Carver 
etal., 1989). 
Amirkhan (1990) combined deductive and inductive approaches to study 
coping strategies which he categorized as Avoidance, Problem Solving, and Seeking 
Support. He developed a questionnaire listing various coping strategies and 
distributed it randomly to people at supermarkets, stores, and other public places in a 
Southern California community. Three hundred fifty seven of the 500 questionnaires 
distributed were returned. The data confirmed the three categories of coping 
strategies defined by Amirkhan (1990) and resulted in a revised questionnaire which 
was again distributed to 600 community people with 520 returned. The data 
suggested that although the three strategies were not exhaustive of coping actions, 
they represent those modes most widely used across individuals and events. A third 
revision of the questionnaire resulted and was again tested with 954 people within a 
residential and convalescent setting. "Analysis again concurred that the strategies of 
Problem Solving, Seeking Support, and Avoidance best describe coping across a 
varied mix of individuals and stressors" (Amirkhan, 1990, p.1069). The last stage of 
this investigation resulted in the development of the Coping Strategy Indicator (CSI), 
a short, self-report questionnaire in which participants indicate which coping strategies 
(those of Problem Solving, Seeking Support and Avoidance) were employed in a 
recent stressful event. 
One of the major limitations of this work is that the questionnaires were 
completed on site, in places such as supermarkets, health clinics, and unemployment 
agencies, and under hurried conditions. Time for more thoughtful responses may 
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have produced a different picture of coping. Another limitation is that the 
questionnaire measured only responses to notable or event-like stressors versus daily 
hassles. These event-like stressors were categorized into four types: "achievement- 
related events, ranging from problems at work to failures at school; social stressors, 
such as conflicts with spouses, coworkers, or others; personal changes in physical, 
psychological, or spiritual status; and fate events such as accidents, chance 
victimization, or ’acts of God’" (Amirkhan, 1990, p. 1067). Coping with chronic or 
daily hassles, such as living with an alcoholic spouse, working at a dead-end job, or 
dealing with a terminal illness, may require other resources and responses which go 
beyond those identified in the CSI. Another limitation is that although the community 
samples were large, they were skewed toward females, the young and those with 
higher incomes. 
To further check the validity of the CSI construct, Amirkhan (1994) conducted 
several studies. One study was conducted with 61 students enrolled in an 
introductory psychology class who completed the CSI while under the threat of 
electrical shock. In another study, the CSI was administered to 213 undergraduates 
enrolled in a critical thinking or introductory psychology course prior to and at the 
conclusion of the semester. Results of both studies indicate support for the three 
coping strategies. The final study involved 58 novice and 70 veteran participants of a 
substance abuse treatment program. The underlying assumption was that those who 
self-medicate as a mode of coping tend to use more Avoidance strategies. The 
researcher predicted that those new to the treatment program would score high on the 
Avoidance strategy and low on the Problem Solving and Seeking Support strategies, 
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while veterans would score high on the Problem Solving and Seeking Support 
strategies and low on the Avoidance strategy. Successful treatment programs are 
those which change escapist/Avoidance coping modes into more responsive, problem- 
focused coping strategies. Again, the results verify support for the three strategies 
and indicate a reduction in Avoidance scores and enhanced Problem Solving and 
Seeking Support scores as the participants continued in the treatment program. 
To summarize, the studies cited used an array of instruments to determine the 
use and effectiveness of various coping strategies. Folkman and Lazarus (1980) 
designed the Ways of Coping checklist to determine the use of problem-focused 
and/or emotion-focused coping. McCrae’s (1987) study proposed that the coping 
strategy implemented depended upon the type of stressor and the appraisal of the 
stressor as a loss, threat, or challenge. Ashford’s (1988) study and self-designed 
instrument supported the coping responses of feelings of personal control and 
tolerance of ambiguity, and the coping resource, of sharing worries with others, as 
effective for managing major organizational transitions. Carver et al. (1989) 
proposed a variety of problem-focused and emotion-focused strategies based on the 
implementation of their COPE scale. They found that individual differences in coping 
may be attributed to a certain set of coping styles or a predisposition towards specific 
coping styles. Through the design and testing of the CSI, Amirkhan (1990; 1994) 
proposed three types of coping responses, those of Avoidance, Seeking Support and 
Problem Solving. 
These studies could be strengthened if one instrument was designed and 
replicated in a variety of settings with a homogeneous group of participants. This 
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would lend reliability and validity to the instrument and further substantiate the 
findings related to coping resources and responses. These studies are also limited by 
sample size, and their design structure with some using only quantitative measures 
while others combine qualitative and quantitative techniques. Most of these studies 
did not consider other factors, such as gender differences and roles, educational level, 
and cultural background which may influence one’s ability to cope. Only the Carver 
et al. (1989) study gave some support for personality traits as influencing one’s 
coping strategy. Despite these limitations, there is value in distinguishing between 
coping resources and responses and to further categorize coping strategies as those 
which are appraisal-focused, problem-focused or emotion-focused. 
Social Support 
There has been an increasing amount of evidence which acknowledges the 
value of support systems within peoples’ lives. A common underlying assumption of 
this phenomenon is that "supported people are physically and emotionally healthier 
than non-supported people" (Shumaker & Brownell, 1984, p.23) Thus, there may be 
a positive relationship between support and personal well-being. This section will 
examine the meaning of social support - its functions and resources, and its role in 
helping people deal with change and in maintaining personal well-being. 
Although early sociological literature looked at the importance of support to 
well-being, it wasn’t until 1974, that John Cassel, a physician and epidemiologist, 
"directly addressed the importance of interpersonal relationships for promoting health 
(Brownell & Shumaker, 1984, p.2). He determined that the disruption of social ties 
during stressful environmental conditions increased peoples susceptibility to illness 
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and argued that it would be easier to mobilize social supports as a buffer to illness 
than reduce the exposure to environmental stressors (Cassel, 1974). Building upon 
this work, Caplan (1974) characterizes social support as consisting of significant 
others who: (a) help people mobilize their psychological resources in order to deal 
with emotional problems;(b) share people’s tasks; and (c) provide individuals with 
money, materials, skills, information, and advice in order to help them deal with the 
particular stressful situation to which they are exposed. 
Depner, Wethington & Ingersoll-Dayton (1984) refer to social support as the 
"structure, functioning or subjective evaluation of interpersonal relationships" (p. 38). 
Their research further categorizes social supports according to their existence, 
including the presence or absence of interpersonal relationships; the supportive 
content or type of support given; and their network structure, which includes the full 
set of relationships involved in an individual’s life. 
Shumaker and Brownell (1984) define social support as "an exchange of 
resources between two individuals perceived by the provider or the recipient to be 
intended to enhance the well-being of the recipient" (p. 11). Based on the reciprocity 
literature, this exchange involves both costs and benefits for the provider and the 
recipient, and an interaction of giving and receiving. Several factors influence the 
effects of the social support, both for the recipient and the provider. These include 
the person-environment fit, which suggests that the exchange is dependent upon the fit 
between the recipient’s needs and resources as well as the timing, amount of, source 
and function of the support. Other factors include the perception of the exchange, the 
resources exchanged and the short and long term effects of the exchange. For the 
73 
recipient, this can mean an increased sense of belonging while for the provider, it 
may mean a strengthened relationship and a sense that a similar support will be 
reciprocated in the future. Major costs to the provider may include a drain on 
emotions and resources, increased stress, and difficulty in maintaining a supportive 
role if he or she is also affected by the stressful situation. 
Shumaker and Brownell (1984) further differentiate between the functions and 
resources of social support. They suggest that the overall function of any support 
model is to enhance the physical and psychological well-being of the recipient 
achieved through both health-sustaining and stress-reducing functions. Health- 
sustaining functions include those of gratification of affiliative needs which meet 
people’s needs for contact, comfort and the companionship of others; self-identity 
maintenance and enhancement in which an individual learns more about him/herself 
through interactions with others; and self-esteem enhancement which assists a person’ 
sense of own value and adequacy. Resources associated with these functions include 
expressions of love, caring and understanding; reassurances and affirmations of 
worth; and expressions of respect and sharing of attitudes and opinions. Stress- 
reducing functions include those of cognitive appraisal and adaptation, in which 
interactions with others during the onset and continuation of a stressful event can 
provide different interpretations and understanding of the event; and "the specificity 
model of support" (Shumaker & Brownell, 1984, p.24) which suggests that social 
support functions directly as a coping strategy by providing the recipient with the 
resources needed to meet the specific needs evoked by the stressor. Examples of 
resources for these functions include modeled emotional and behavioral coping 
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strategies; encouragement to seek professional help paralleled with appropriate 
referrals; demonstration of various problem solving techniques; and material 
assistance in the form of child care, money, and so forth. 
Cohen and Wills (1985) further distinguish between types of support and 
resources. Types of support include esteem and emotional support in which a person 
continues to feel valued and accepted despite one’s failures or mistakes; informational 
support in which the person is given help in defining, understanding and coping with 
problematic events; social companionship which includes involvement in activities 
with others as a distraction from the current situation; and instrumental support in 
which a person is given financial or material help. Resources associated with these 
supports include material aid, physical assistance, intimate interaction, emotional 
sustenance (e.g.,care and concern), guidance, feedback, and social participation. 
Cohen and Wills (1985) also suggest that these supports are interconnected and can be 
used separately or together to reduce stress. 
To explore this concept of social support and its relationship to psychological 
well-being, Stein and Rappaport (1986) conducted interviews with 40 women who 
were wives of undergraduate and graduate students attending the University of 
Illinois. These women lived in student housing for at least one year, ranged in age 
from 22 to 34 years, and were chosen randomly from a list of housing residents of 
American descent. They participated in two one-hour interviews scheduled one week 
apart. During the first interview, these women provided demographic information 
and identified people in their social network by level of closeness, frequency of 
interaction, geographic location, and satisfaction of relationship. Each interviewee in 
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the second session was asked to think of the last time she had a problem in each of 
five domains-marriage, finances, physical health, emotional well-being and children 
(if applicable). Next, she was to list the people she went to for advice and rate their 
level of helpfulness, their type of helping behavior and any disadvantages of seeking 
these people for help. To measure psychological well-being, each interviewee 
completed measures on moods and feelings, frequency and impact of life events, 
marital adjustment, self-esteem, and level of depression. The results indicate that 
several factors influenced psychological well-being and positive mental health among 
these women. These include having a loosely knit social network with whom indirect 
contact is maintained and allows one the freedom of expression as well as having a 
few intimates who one can count on to listen to problems without fear of negative 
consequences. This study shows some evidence of a positive relationship between 
social support and psychological well-being. 
Heller and Mansbach (1984) investigated the connection of social support to 
life satisfaction. Fifty elderly participants in a daily nutrition program were randomly 
selected to participate in this study. The sample included 43 females and 7 males 
ranging in age from 60 to 97 with a mean age of 74. Because of the small number of 
males, data were only analyzed for the women. The participants were interviewed 
and completed a questionnaire which addressed personal information, social network 
structure and social network functions. Social network structure referred to the size 
and number of people they would interact with during a one-month period and 
specifically, the frequency of contact with confidants, neighbors, and relatives. 
Social network functions were comprised of those individuals who provided social 
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interaction and companionship, emotional support, and to those one can turn to for 
problem-solving support. Respondents also rated themselves on church attendance, 
life satisfaction, health and nutrition. This study of elderly women showed that the 
amount and frequency of contacts was more important than the diversity of existing 
links among network members. It also indicated that relatives were viewed as 
intimates and companions while neighbors were perceived as confidants, someone to 
provide emotional support and problem-solving help. Life satisfaction was 
significantly related to network size, the proportion of intimates, the number of 
contacts and the perception of others as being "close", and the frequency of church 
attendance. Life satisfaction did decrease with age particularly as the women who 
approached the median age of 74. "It is the oldest group that probably experiences 
the greatest social losses and exhibits the lowest overall satisfaction" (Heller & 
Mansbach, 1984, p.109). 
In a review of the social support literature, Turner (1994) affirmed the 
protective effects of social support against psychological distress and disorder. At the 
same time, she determined a paradox existed in the relationship between gender, 
social support and depression. While women experienced larger support networks and 
a greater involvement in these networks than men, they also reported more depression 
than men, a factor which affected one’s well-being. To examine these gender 
differences, Turner interviewed 850 non-disabled adults randomly selected from ten 
counties in Southwestern Ontario, Canada as part of another study which looked at the 
social and psychological adjustment of physically disabled adults. Her study 
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included a total of 387 males and 463 females with a medium age of 63 and a 
medium educational level of 12th grade; 97% were Caucasian and 73% were married. 
Each subject responded to questions related to perceived social support, size and 
frequency of contact with the network, number of confidants and level of emotional 
disclosure and empathy with these confidants, level of depression, frequency of 
negative interactions and conflicts with the network, and extent of marital conflict. 
Results indicate that "women reported significantly greater contact with 
network members, more confidants, greater empathy, and more emotional disclosure 
than men, independent of other socio-demographic factors" (Turner, 1994, p. 535). 
Men tended to rely on spouses as confidants while women tended to rely on same-sex 
friends. Women also reported more frequent negative interactions with network 
members and tended to be more adversely affected by marital conflict than men. 
Both of these factors can result in higher depression rates among women. One 
explanation for such gender differences may be related to the fact that women become 
more involved in their relationships, characterized by greater contact, intimacy, 
empathy and higher levels of emotional disclosure, and thus, exposing them to more 
negative interactions. Turner suggests that future research needs "to consider 
negative interactions in addition to and separate from social support when examining 
how social relationships affect health" (Turner, 1994, p.537-8.) 
Heppner, Walther and Good (1995) approached the role and value of social 
support from a different perspective. To investigate the differences in people’s 
problem-solving capabilities which may be attributed to individual traits, gender and 
socialization issues or the size and satisfaction of one’s social support, these 
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researchers conducted a study of 215 (137 females, 78 males) undergraduate students 
enrolled in introductory psychology courses at a midwestern university. The majority 
of students were freshmen, with a mean age of 19.5; 95% were white. These 
students completed a problem-solving inventory which measured their perception of 
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their problem-solving abilities based on their confidence level, sense of control and 
appraisal of problematic situations. Other measures included a social support 
inventory which identified their need for support in the past month, their satisfaction 
of this support, and the size of their network; and a personal attributes questionnaire 
which measured socially desirable traits for masculinity and femininity. Masculinity 
was measured in terms of instrumentality defined as one’s ability to be independent, 
assertive and self-confident; and femininity, as measured in terms of expressivity 
which relates to one’s ability to be nurturant, caring and understanding of others. 
The findings indicate that for both men and women, higher levels of instrumentality 
and expressivity resulted in positive problem-solving appraisal, confidence and 
willingness to approach problem-solving situations. "For women, satisfaction with 
social support was weakly associated with...approaching problems and personal 
control; however, for men, satisfaction was associated with more problem-solving 
confidence" (Heppner et al., 1995, p.103). This finding appears to be in conflict with 
previous studies (Gilligan, 1982) which suggest that a strong social support network 
for women assists them in facing life’s challenges and problematic situations more 
effectively. These researchers suggest that future research examine the different 
indices of social support, problem-solving, and coping outcomes for men and women. 
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In summary, each of the studies cited provide different insights to the concept 
of social support. The Stein and Rappaport (1986) study of student wives provided 
some evidence for the value of social support to psychological well-being. Similarly, 
the Heller and Mansbach (1984) found that life satisfaction was significantly related to 
network size, the proportion of intimates, and the frequency of contact with the 
network in a study of elderly women. In contrast, Turner (1994) in studying healthy 
adults, found that although women reported larger social support networks and more 
involvement with these networks than men, they also reported higher levels of 
depression. Heppner et al. (1995), too, found a weak relationship between women’s 
social support and their problem-solving ability. 
Based on the studies cited, it is difficult to draw specific conclusions about the 
influence of social support in women’s lives. More comprehensive studies across 
homogeneous as well as diverse populations are needed. A reliable and consistent 
social support measure and research design would also provide more evidence for the 
value of social support. My interest in further studying social support, specifically 
in women’s lives, is based on my own personal experiences and perceptions that 
social support plays a significant role in helping people deal with stressful situations, 
and my belief that "social support is one of the most important resources in the 
coping process" (Hobfoll, 1986, p.3). 
Conclusions 
Each of the variables reviewed here have many interlocking pieces. The 
coping resources of mastery and self-efficacy seem to match the hardiness dimension 
of control and commitment and the resilient behaviors of high internal locus of control 
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and ego strength. Appraisal-focused coping connects with the hardiness dimensions 
of control and challenge and with one function of social support, that of discussing 
and evaluating stressful situations with others. Emotion-focused coping takes into 
account the need of social supports which provide esteem and companionship. Social 
supports can also be utilized to provide advice and information on a stressful 
encounter which also serve as components of problem-focused coping. In this study, 
the interrelationships and influence of these variables in helping a sample of Extension 
Home Economists effectively manage organizational downsizing are examined. 
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CHAPTER 3 
METHODOLOGY AND DESCRIPTION OF SAMPLE 
The main purpose of this study is to examine the professional and personal 
impact of downsizing upon Extension professionals. The procedures used to conduct 
this study include the selection of the sample, the development of an instrument, and 
data collection. This chapter will provide information on these procedures and 
include a detailed description of the sample. 
Selection of the Sample 
To gain an overall perspective as to how downsizing effects professionals in an 
informal educational setting, the Cooperative Extension System was chosen as the 
targeted organization for this study. The particular group of Extension professionals 
identified for this study were the Extension Home Economists. There are several 
reasons for choosing this group. The Home Economists are comprised mainly of 
women which is particularly relevant to this study which aims to determine how 
women deal with organizational and personal changes occurring simultaneously. 
Based on the UMass Extension history, there has been a personal interest and 
curiosity in knowing how other Extension Home Economics programs across the 
nation fared after downsizing. The final reason is that a majority of these Extension 
Home Economists are accessible through their professional organization. 
Based on these reasons, the sample for this study consists of Home Economists 
who are currently employed by Extension systems nationwide and are active members 
of their professional organization, the National Association of Extension Home 
82 
Economists (NAEHE), now referred to as the National Extension Association of 
Family and Consumer Sciences (NEAFCS). According to the NEAFCS by-laws, "an 
Extension employee working in any capacity with home economics programming, 
who has a degree in home economics or a related field, who belongs to his/her state 
association of Extension agents, upon payment of dues, may become an active 
member of NEAFCS. An individual who has a degree in a related field but not in 
home economics, shall have his/her credentials reviewed for approval by NEAFCS" 
(NEAFCS Administrative Manual, 1995-1996, p.4). 
Survey Instrument 
The survey instrument, designed for this national study, is comprised of 24 
questions and divided into three sections (see Appendix B). Its development has been 
influenced by various sources. Several life events items were selected from the Social 
Readjustment Rating Scale developed by Holmes and Rahe (1967) and slightly 
modified to reflect current lifestyle terminology. These items included: change in 
residence, death of a close family member, death of a spouse/close companion, 
divorce, gaining a new household member (e.g., parent, adopted child), major change 
in health or behavior of family member, major personal injury or illness, 
marriage/committed relationship, pregnancy, reconciliation with spouse/close 
companion, separation from spouse/close companion, and son and/or daughter leaving 
home. From Freeman’s (1992/1993) Downsizing Questionnaire, one question was 
modified for this survey instrument. It initially stated "To what extent would you say 
that your organization has experienced a major transformation since 1985?" and was 
followed by five choices for answers. These included: a major transformation has 
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been completed; is in process of occurring; is in its very early stages; is likely to 
occur in the future, but hasn’t yet begun; or has not and probably will not occur. The 
question was changed to say "To what extent has your CES experienced downsizing 
in the past five years?" with appropriate changes made in the choices. 
Two of the social support questions in this study were influenced by two 
statements adapted from the Zimet, Dahlem, Zimet and Farley’s (1988) 
Multidimensional Scale of Perceived Social Support. They were: (1) There is a 
special person who is around when I am in need; and (2) There is a special person 
with whom I can share my joys and sorrows. The Folkman and Lazarus’s (1988) 
Ways of Coping Questionnaire offered some suggestions for the coping strategy 
section of this survey instrument. These suggestions included: I tried not to act too 
hastily...; I talked to someone to find out more about the situation; I got professional 
help; and I just concentrated on what I had to do next. The Amirkhan’s (1990) 
Coping Strategy Indicator and Vaux, Riedel and Stewart’s Social Support Behaviors 
Scale (1987) both offered ideas for writing questions and developing various rating 
scales throughout the survey. 
The first section of the survey instrument consists of six questions. Two 
questions address the current status of downsizing within the Extension organization 
and the methods used to implement downsizing within that system. (Responses are 
"yes", "no", and "don’t know"). The third question has two components. First, the 
subjects are asked if they have been professionally affected by downsizing (yes/no 
response). Second, the subjects are asked to rate the impact of downsizing on them 
professionally using a Likert scale with the endpoints of 1 (no impact) to 5 (profound 
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impact). The fourth question asks about the current level of satisfaction with the 
downsized organization using a scale of 1 (not at all satisfied) to 5 (extremely 
satisfied). Question #5 asks the subjects to respond "yes" or "no" to six sub¬ 
statements which addressed their personal reactions to downsizing. The last question 
asks the subjects to rate the impact of downsizing on them personally using the Likert 
scale of 1 (no impact) to 5 (profound impact). 
The next section of this survey looks at the influence of several factors - life 
events, resilient behaviors, coping strategies, and social support - in helping these 
individuals manage and survive the downsizing process. The life events question has 
two parts. The first part, adapted from the Holmes and Rahe (1967) Social 
Readjustment Rating Scale as previously discussed, assists the individuals in 
identifying the life events they experienced at the same time downsizing was 
occurring. This is achieved by responding "yes" or "no" to each life event. For the 
second part of the question, the subjects are asked to rate the impact of these life 
events upon them using a Likert scale of 1 (no impact) to 5 (profound impact). The 
next three questions ask the individuals to rate their ability to (1) cope with the life 
events; (2) cope with notable life events occurring at the same as downsizing; and (3) 
cope with downsizing, using the Likert scale of 1 (poor) to 5 (excellent). 
One question, comprised of eight sub-statements and one open-ended 
statement, addresses the resilient behaviors demonstrated by the individuals 
throughout downsizing. A Likert scale with the end points of 1 (Never) to 5 
(Always) was used. 
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The next component of this section provides one question on the coping 
strategies implemented by the individuals. This question, comprised of 13 sub¬ 
statements and one open-ended statement, assesses the coping resources and coping 
responses utilized by the individuals using a scale of 1 (none of the time) to 5 (all of 
the time). Coping resources refer to (a) a feeling of control and a sense that one can 
handle the situation, (b) a high level of self-esteem, and (c) tolerance of ambiguity. 
Coping responses include those strategies which are appraisal-focused, problem- 
focused or emotion-focused. 
In the final component of this section, there are three questions related to 
one’s social support network. In the first question, subjects rate the accessibility of 
their social support throughout downsizing by using the scale of 1 (none of the time) 
to 5 (all of the time). In the next question, the individuals rate the quality of their 
social support network with a 1 (poor) to 5 (excellent) rating system. In the third 
question, they rate the value of the social support during the downsizing on a scale of 
1 (little value) to 5 (great deal of value). This section concludes with an open-ended 
comments question. 
The final section of the survey instrument consists of eight questions, four 
which address employment history and four which address demographics. For the 
place of employment question, respondents choose from four levels: county/field 
level, multi-county/district level, state level, or "other" category. The years of 
employment question provides eight choices beginning with less than one year to over 
30 years with five year increments given in between (e.g. 1-5 years, 6-10 years). 
Choices for the geographic region of the country question include the northeast, 
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southern, north central or western. The fourth question, as an open-ended statement, 
asks respondents to fill in their current job title or function. 
The next four questions address demographic information. There is one 
question for gender, one in which subjects select an age range in six nine year 
increments, beginning with 20 to 29 years of age and concluding with 65 years old 
and over. A third question provides six choices for highest educational level 
completed. These include: bachelor’s degree, bachelor’s plus additional graduate 
credits, master’s degree, master’s plus post-graduate credits, earned doctorate, and an 
"other" category. The final question of the survey addresses relationship status with 
the following choices: single, married/partnered relationship, widowed/loss of partner, 
and separated/divorced. 
The survey instrument was field tested with five former female Home 
Economists with UMass Extension who were asked to critique it for content, clarity 
of questions and style, and approximate time for completion. Four of the Home 
Economists were active members of the National Extension Association of Family and 
Consumer Sciences (NEAFCS) and served various functions within the Extension 
organization: one as a state administrator, and three as Extension Educators, two 
representing the 4-H Youth and Family Development program area and one 
representing the Nutrition Education Program. The non-member functioned in a 
state-level position providing expertise in parenting education. The average age for 
these women was 50 years. 
Based on the feedback from this pilot group, question #1 was reworked as one 
question with five substatements including one statement about downsizing as a 
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continuous process. A third choice of "Don’t Know" was added to question #2 which 
addressed the methods used to downsize. The words "professionally" and 
"personally" were emphasized in questions #3, #5 and #6. In question #3, several 
choices were added to the "changed position" category. These included assuming a 
different position, promotion to a higher position, moving to a lower level position 
and reassignment to a different or merged program area. Two additional life events 
were added to question #7, those of "change in spouse’s employment" and "a return 
to school to further education". Two sub-statements in question #12 (which addressed 
the coping strategies used) were re-worked to include only positive statements. "I 
took my anger out on others" was replaced by "I expressed my anger appropriately"; 
and "I tended to withdraw from my colleagues" was replaced by "I maintained contact 
with my colleagues". 
Procedure 
The mailing list of active members of the National Extension Association of 
Family and Consumer Sciences was obtained from national headquarters. Comprised 
of 2,988 names, it was re-formatted to meet mailing label specifications. A 10% 
representation of the total mailing list was determined to be an adequate sample size 
for this study, or approximately 300 respondents. To achieve this representation and 
to insure that members from each state were included in the study, 25 % of each 
state’s membership was randomly selected for participation. A mailing list of 799 
names was the final result. 
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A cover letter (see Appendix A) was designed to accompany the survey 
instrument (see Appendix B). It discussed the purpose and design of the study and 
invited the participation of the Extension Home Economists in the study. 
Of the 799 surveys sent, 437 or 55 % were returned. Responses were received 
from 48 of the 50 states. Of the 55% of surveys returned, less than one percent 
(n=8) were not usable as the person chose not to respond because s/he was a new 
employee, had recently retired, or left the Extension organization but remained a 
member of the professional organization. The final size of the sample for this study 
was 429. Due to the large percentage of returned surveys and to the fact that the 
sample size was reflective of the targeted population, no attempts for a follow-up 
survey were made. 
Description of the Sample 
The total sample size used for analysis in this study was 429. Since not every 
participant completed every question on the survey, actual amounts reported may vary 
by 25 cases. Based on the responses to the demographic questions, the study’s 
participants consists of 404 people. Of these, five are male. Forty eight percent (194 
people) range in age from 40 to 49; 29% (116 people) are between the ages of 50 to 
59; 17% or 70 people are between the ages of 30 to 39. Six participants (1%) are 29 
years old or younger and 17 participants (4.5%) are 60 years of age or older. The 
estimated mean age for the entire sample is 41 years of age. 
In looking at relationship status, most of the respondents are married (73% or 
N=294). Fifteen percent (N=61) are single; 9% (N=37) are separated or divorced; 
3% are widowed. The educational background of the participants is as follows: 37% 
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hold a minimum of a master’s degree (N = 150), 35% (N = 143) hold a master’s 
degree plus additional post-graduate credits, 6% (N=24) have an earned doctorate. 
Seven percent (N=30) hold a bachelor’s degree while 14% (N=57) have earned 
graduate credits beyond the bachelor’s degree. 
The majority of the respondents (N=320) indicate their place of employment 
at the county level; the regional level (N=58); the state level (N = 17); and other 
(N=7). The respondents also had an opportunity to write in their current job title or 
function. In a random review of 25% of the total surveys returned, four categories of 
job titles were determined. They include extension educators (81%; N=318) who 
provide programming at the county or local level; regional specialists (7%; N=28) 
who provide programming regionally or across several counties; county directors 
(9%; N=35) who oversee fiscal and program management at the county level. Only 
3% (N = 13) hold the title of state specialist, providing subject matter expertise across 
the particular state. 
The majority of the respondents have a long employment history with the 
Extension system. Forty-four percent (N = 196) have been in the system 16 to 25 
years with an average of 17 years of employment. Seventeen percent (N=71) have 
been in the system for 11 to 15 years while 12% (N=48) have been employed for 26 
to 30 years and another 12% (N=47) have been in for 6 to 10 years. About 10% 
(N=39) have been employed for 1 to 5 years with 5% (N=22) employed for over 30 
years. Less than one percent (N=22) have been employed a year or less. 
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In regards to geographic representation, the largest proportion of respondents 
are from the southern region (N = 170), 105 are from the north central region, 67 
represent the western region, and 62 are from the northeast. 
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CHAPTER 4 
RESULTS AND DISCUSSION 
Data Analysis 
The Statistical Package for Social Sciences (SPSS) was used to analyze the 
data. Data were analyzed using descriptive statistics, including frequency 
distributions, percentages, cross tabulations, and chi square statistics. Pearson’s Chi 
Square test was used to assess the relationship of resilient behaviors, coping 
strategies, social support and life events to the professional and personal impact of 
downsizing. The same test was used to assess the relationship of satisfaction with the 
current organization to the professional and personal impact of downsizing. The 
influence of age, relationship status, and years of employment to the professional and 
personal impact of downsizing was also assessed. The final analysis assessed the 
relationship of age and years of employment to overall ability to cope with 
downsizing. 
The objectives of this study were: 
1. To identify the strategies used to implement downsizing in Extension 
organizations across the nation. 
2. To determine the professional and personal effects of downsizing strategies 
upon Extension Home Economists. 
3. To examine the way resilient behaviors, coping strategies, social support 
and life events influenced the ability of these professionals to manage and 
survive organizational downsizing. 
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Objective 1: To Identify the Strategies Used to Implement Downsizing in 
Extension Organizations Across the Nation 
Table 4.1 presents information about the number of respondents reporting on 
the extent of downsizing their organizations experienced within the past five years. 
Ninety percent of the sample indicated that downsizing was a common occurrence 
within their organizations. Most indicated that downsizing was ongoing. Others were 
unsure if it was completed or not. Still others indicated that it was completed in their 
organization. The data analysis in this chapter is based on the responses of these 
participants. 
Table 4.1 Extent of Downsizing Across Cooperative Extension Systems 
Extent of Downsizing Percent 
% 
Number of Responses 
(N) 
Downsizing is a process that we 
are still experiencing. 51 218 
Downsizing has occurred but I am 
not sure if it has been completed. 32 136 
Downsizing is likely to occur in 
the future, but hasn’t yet begun. 8 35 
Downsizing has been completed. 7 28 
Downsizing has not and probably 
will not occur. 1 6 
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For the purposes of this study, downsizing was defined as a set of actions 
taken by an organization to improve its efficiency, productivity and competitiveness 
(Cameron, 1994; Kozlowski et al., 1993). Methods used to achieve downsizing 
include reducing the organization’s workforce, restructuring its operations and 
procedures, and/or redefining its mission. Such methods often result in a reduction of 
personnel, products and/or services. Based on this definition, respondents were asked 
to identify those methods which were used to downsize in their organization over the 
past five years. They responded by checking a "yes", "no", or "don’t know" to each 
method listed. Some methods included attrition, closing and/or merging offices, 
eliminating positions or programs, and laying off professional, clerical and 
administrative staff. 
Attrition was the most common method used to implement downsizing in these 
Extension organizations, according to 96% of the respondents who answered "yes" to 
this method (See Table 4.2, page 95). The method used least often was that of 
furloughs (16%). 
Many of the organizations accomplished downsizing by re-examining the way 
business was done. Eighty-one percent of the respondents said they changed the 
traditional services and functions of the organization while 66% increased cross¬ 
program team approaches and 53% said they developed long range planning 
strategies. Others focused on ways to streamline the organization such as transferring 
or re-assigning staff (67%), merging programs (51%), clustering offices (47%), 
eliminating specific programs (47%), and reducing middle management (45%). 
Respondents had an opportunity to complete an "other" category at the conclusion of 
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this question to identify other downsizing methods used in their organization. Fewer 
than one percent reported that other methods used more were: (1) more specialization 
across counties, (2) a move towards regional versus county directors, and (3) a 
definite reduction of staff. 
Table 4.2 Methods of Downsizing Used Across Cooperative Extension Systems 
Downsizing Methods Used Percent 
% 
Number of Responses 
(N) 
Attrition 96 370 
Changing services & functions 81 303 
Financial incentives 79 302 
Eliminating specific positions 72 270 
Transfers/reassignments 67 246 
Moving towards cross-program teams 66 242 
Designing/implementing long range planning 53 194 
Merging program units 51 188 
Clustering offices 47 168 
Eliminating specific programs 47 167 
Reducing middle management 45 164 
Layoffs 27 98 
Closing offices 19 65 
Furloughs 16 58 
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Objective 2: To Determine the Professional and Personal Effects of Downsizing 
Strategies upon Extension Home Economists 
The respondents completed three questions related to this objective. One 
question addressed the professional effect and impact of downsizing while two 
questions looked at the personal reactions and personal impact of downsizing. To 
measure professional impact, respondents were first asked to indicate which work 
changes they experienced as a result of downsizing by answering "yes" or "no" to the 
statement. The second component of this question asked respondents to identify the 
impact of these various work changes on them professionally. A rating scale of 1 (no 
impact) to 5 (profound impact) was used to measure the second component of this 
question. The results of these questions are presented in Table 4.3, page 98. To 
simplify the analysis, the rating scale was recoded into the three levels of low impact 
(24 or less), moderate impact (25 to 48), and high impact (49 to 60). The "other" 
category which concluded this question was answered by less than two percent of the 
sample. Those who responded identified retirement as a definite work change and 
33% of them rated it as having a high impact on them professionally. 
The effects which had the highest impact on respondents included increased 
workload (58%), loss of colleagues (51%) and the assumption of a lateral position 
(49%). The effects which had a moderate impact was the participation in more cross 
program teams (44%). Low impact effects were the promotion to a higher position 
(67%), reassignment to another program area (67%), reassignment to a different 
geographic area (64%), and reassignment to a merged program area (59%). 
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These findings are compatible with the organizational development literature 
on the survivors of downsizing. Several researchers have indicated that extended 
hours and increased responsibilities which often accompany downsizing leads to 
higher levels of stress, increased workload and discontent at the workplace 
(Smallwood, 1987; Olson & Tetrick, 1988; Boroson & Burgess, 1992; Baumohl, 
1993). It is not surprising then, that increased workload had the greatest professional 
effect on these Extension Home Economists. Furgason (1992), in his study of 
restructuring at the University of Nebraska Cooperative Extension System, also found 
that such organizational changes affected the volume of work and the methods for 
completing tasks for the Extension Educators, but did not change their perception of 
the nature or the scope of work. The loss of colleagues, rated as having a high effect 
and impact by these Extension Home Economists, is also addressed in the literature, 
specifically as it relates to loss caused by lay offs. According to studies by Brockner 
and his colleagues (Brockner et al., 1987), survivors react more negatively toward the 
organization when they perceive that those laid off have not been treated fairly or 
compensated appropriately by their organizations. 
Based on these findings, it seems that restructuring operations and functions 
(e.g., merging programs, reassignments) created the least amount of impact for these 
participants and thus, may be the most effective downsizing method. This is 
supported by Freeman’s (1992/1993) research which gives evidence for the redesign- 
drives-downsizing strategy as a preferred downsizing method. Combining resources 
through team efforts is also an effective restructuring approach but may have greater 
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workload and the loss of colleagues is a major stress for survivors of downsizing. 
Although this may not be prevented, organizations must realize the impact of these 
stressors and provide time and support for the survivors to adjust to their changed 
surroundings. 
Two questions addressed the personal reactions and impact of downsizing upon 
the respondents. In the first question, respondents identified their personal reaction to 
downsizing by checking "Yes" or "No" to five separate statements. These statements 
are listed in Table 4.4 along with the percent of responses. 
Table 4.4 Personal Reactions to Downsizing 
Personal Reactions Yes Response No Response 
% (N) % (N) 
When downsizing occurred: 
I accepted it as necessary for the 
future of the organization. 85 (313) 15 (55) 
I became anxious about the future of 
the organization. 63 (236) 37 (136) 
I felt a sense of relief that I 
survived. 51 (177) 49 (171) 
I perceived it as an effective way to 
eliminate non-productive staff. 25 (86) 75 (263) 
I experienced guilt knowing I remained 
while others left. 16 (56) 84 (303) 
The results show that accepting downsizing as necessary was the most common 
personal reaction of these respondents (85%). Experiencing guilt (16%) was the least 
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common reaction. Approximately 12% of the total sample responded to the "other" 
category given at the conclusion of this question. Those who responded indicated 
some interesting personal reactions. About 6% stated they became angry, frustrated 
and felt betrayed in how the downsizing was done. One respondent wrote 
"...I felt let down because no one valued Home Economics now or for many past 
years as adequate funding for research, specialists’ support...was not provided"; 
another wrote "I felt demoralized as the work we do is devalued by funders, 
administrators, and sometimes even those in our own profession". Another 2% 
perceived the downsizing as an opportunity. One stated: "I went back to school for 
my Ph.D. and started doing consulting work as "insurance" for the future. I feel now 
that I have more career options no matter what happens, which increases my sense of 
security". Three percent felt overwhelmed by the downsizing while one percent 
expressed concern and worry about their job security and the future of their 
profession. 
The organizational development literature which addresses the "survivor’s 
syndrome", confirm these findings. Reactions which often accompany this syndrome 
include worry, anger, guilt, a sense of relief, and anxiety as well as an increase in 
physical symptoms (Boroson & Burgess, 1992; Baumohl, 1993). The Extension 
Home Economists expressed similar reaction. "Accepting the change as necessary for 
the future of the organization", given a high response by these Extension 
professionals, is substantiated by the work of Tondl (1990) and Parks (1991) on two 
distinct Extension organizations. In studying the climate for change at the University 
of Nebraska Cooperative Extension System, Tondl found that Extension female 
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professionals were more positive about the need for change, more open to the change 
and more committed to participating in the change than the male Extension 
professionals. This latter statement is particularly relevant to this study of the 
Extension Home Economists, who are primarily women. In studying the University 
of Maine Cooperative Extension System, Parks found that participation in a planned 
change leads to a greater acceptance of the change as long as the employee’s 
commitment has increased. It is possible that these Home Economists had an 
opportunity to be part of the planned change in their organization, but since this 
question was not asked, this could not be determined. Their acceptance of the change 
may be more attributed to the fact that they maintained and continued their 
employment and had few choices in this matter. Personally, they experienced relief 
and concern about their future. From a professional perspective, they seemed to be 
more affected by the increased workload and loss of colleagues than by their actual 
work changes such as changing positions or moving into a different program area. 
The second question asked respondents to rate the personal impact of 
downsizing using a scale of 1 (no impact) to 5 (profound impact). The results, as 
presented in Table 4.5, page 102, show that the majority of the respondents (42%) 
experienced a moderate personal impact of downsizing, although 44% indicated either 
a strong or profound impact, suggesting that the downsizing process is not taken 
lightly by participants. 
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Objective 3: To Examine the Wav Resilient Behaviors. Coping Strategies. Social 
Support and Life Events Influence the Ability of these Professionals ro Manage and 
Survive Organizational Downsizing 
Several questions addressed this objective. To measure resilient behaviors, 
respondents indicated which of the listed resilient behaviors they used throughout the 
downsizing process by using a scale of 1 (never) to 5 (always). One example for this 
question would be "I maintained a positive attitude”. ' 
Table 4.5 Personal Impact of Downsizing 
Personal Impact of Downsizing Percent 
% 
Number of Responses 
(N) 
No Impact 2% 6 
Little Impact 13% 49 
Moderate Impact 42% 157 
Strong Impact 31% 117 
Profound Impact 13% 48 
For coping strategies, respondents identified which strategies were 
implemented during downsizing using a scale of 1 (none of the time) to 5 (all of the 
time). This question included thirteen statements and one "other" category. Some 
statements were examples of appraisal-focused coping strategies, such as "I tolerated 
the uncertainties around me"; others were examples of problem-focused coping, such 
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as "I thought of alternative plans of action". Still others addressed emotion-focused 
coping such as, "I maintained contact with my colleagues". 
Accessibility of social support was measured by one question with four 
statements. Respondents indicated the accessibility of their social support network 
during downsizing using a scale of 1 (none of the time) to 5 (all of the time). 
Accessibility referred to having at least one person available to share feelings and 
concerns, to provide assistance and encouragement, and to just being there if needed. 
Two other questions also measured social support. One question asked the 
respondents to rate the quality of their network on a scale of 1 (poor) to 5 (excellent). 
The second question asked them to rate the value of their network on a scale of 1 
(little value) to 5 (great deal of value). 
To measure life events, respondents first indicated if they experienced any of 
the listed life events in the past five years by checking "yes" or "no". Next, they 
rated the impact of these life events using a scale of 1 (no impact) to 5 (profound 
impact). An "other" category concluded this question. 
Several hypotheses were derived for testing this objective. The major 
assumption here is that those Extension Home Economists who professionally and 
personally deal well with downsizing demonstrate resilient behaviors and healthy 
coping strategies, have a strong support network, and have not experienced and/or 
have not been affected by personal life events occurring simultaneously with the 
organizational changes. 
Professional impact was first measured by using a rating scale of 1 (no to little 
impact) to 5 (profound impact) and then recoded into three levels, that of low, 
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moderate and high. Because of the limited response to high levels of impact, the 
scale was recoded according to mean scores into two levels: low impact (0 thru 
2.000) and moderate to high impact(2.001 thru 5.000). Personal impact was measured 
in three levels according to their mean scores as follows: low impact (0 thru 2.000), 
moderate impact (2.001 thru 3.999), and high impact (4.000 thru 5.000). 
Initially, the responses for resilient behaviors and coping strategies were 
scored by their means according to the amount of usage into three levels: little to 
none of the time (0 thru 2.000), some of the time (2.001 thru 3.999), and all of the 
time (4.000 thru 5.000). When only one respondent indicated little to no usage of 
resilient behaviors and coping strategies, the scale was recoded into the two levels of 
moderate use (0 thru 3.999), and high use (4.000 thru 5.000). Accessibility, quality 
and value of social support were scored by their means into the three levels of low (0 
thru 2.000), moderate (2.001 thru 3.999), and high (4.000 thru 5.000). Initially, the 
responses for the impact of life events were scored by their means into the four levels 
of no impact (0=none), low impact (.001 thru 2.000), moderate impact (2.001 thru 
3.999) and high (4.000 thru 5.000). Because of the limited responses for moderate 
and high impact and the number of responses indicating no life events and as such, no 
impact, the responses were recoded into three levels: no life events (0=none); low 
impact (.001 thru 2.000) and moderate to high (2.001 thru 5.000). The "no" 
responses are not included in the analysis. 
Hypothesis 1: People with high resilient behaviors (score of 32+), high coping 
ability (score of 52+), high accessibility of social support (score of 16+) who 
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reported a low impact of notable life events occurring at the same time as the 
downsizing (score of 28 or less) will show low impact of downsizing (score of 24 or 
less) upon them professionally. 
For this hypothesis, it was expected that those who demonstrated high levels of 
resilient behaviors and coping strategies throughout the downsizing process would 
show a low impact of downsizing upon them professionally; that those who had a 
highly accessible social support network would show a low impact of downsizing; and 
that those who were affected by a limited number of life events and experienced a 
minimum of impact with these events would show a low impact of downsizing. 
Based on the chi square analysis, a high to low relationship did not occur for resilient 
behaviors, coping strategies or accessibility of social support. However, a low to low 
relationship was found between the experience of life events and professional impact 
of downsizing (p = .048) (See Table 4.6, page 106). Respondents who were affected 
by a low number of life events and experienced a minimum of impact with these 
events, also indicated a low impact of downsizing upon them professionally. These 
findings which partially support this hypothesis, suggest that the professional impact 
of downsizing is independent of resilient behaviors, coping strategies, and 
accessibility of social support. 
Although these findings are surprising, one point can be noted from trends in 
the data. An average of 83% of the respondents indicated that as their level of 
resilient behaviors, coping strategies and accessible social support increased, their 
level of professional impact decreased. Only about 17% of the respondents with these 
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Table 4.6 Professional Impact of Downsizing by Frequency of Subjects’ Resilient 
Behaviors, Coping Strategies, Accessibility of Social Support and Life 
Events 
Frequency of: Professional Impact 
Low Impact 
% (N) 
Moderate to High Impact 
% (N) 
Resilient Behaviors 
Moderate 85 (218) 15 (38) 
High 84 (102) 16 (19) 
CoDins Strategies 
Moderate 84 (275) 16 (52) 
High 79 (42) 21 (ID 
Accessibility of Social SuDDort 
Low 79 (22) 21 (6) 
Moderate 80 (80) 20 (20) 
High 85 (212) 15 (36) 
Life Events 
Low Impact 84 (242) 16 (45) 
Moderate to High Impact 56 ( 6) 44 (4) 
x2=6.09, df=2, p = .048 
skills indicated a moderate to high professional impact of downsizing. One 
explanation for this may be that these respondents are highly trained and specialized 
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in life skills education as part of their profession and thus, came highly skilled to the 
downsizing process. These skills are so much a part of their professional and 
personal lives, they are like second nature to these individuals. It’s also possible that 
other factors may have a greater influence on professional impact that those cited. 
These may be taking on additional roles and responsibilities without the appropriate 
resources or compensation; changing program direction, audience focus and delivery 
method; or providing programming for "hard-to-reach" individuals without having the 
necessary competencies or training. 
Hypothesis 2: People with high resilient behaviors (score of 32+), high coping 
ability (score of 52+), high accessibility of social support (score of 16+) who 
experienced a low impact of notable life events occurring at the same time as the 
downsizing (score of 24 or less) will show a low impact of downsizing (score of 2 or 
less) upon them personally. 
For this hypothesis, it was expected that those who demonstrated high usage of 
resilient behaviors and coping strategies and had a highly accessible social support 
network would indicate a low personal impact of downsizing. At the same time, it 
was expected that those who experienced few life events would indicate a low 
personal impact of downsizing. The results of the chi square analysis, presented in 
Table 4.7, page 108, confirm that a high to low relationship did exist between 
resilient behaviors and personal impact of downsizing (p = .019) and that a low to low 
relationship did exist between life events and personal impact of downsizing 
(p = .048). Twenty-two percent of the respondents who showed a high use of 
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Table 4.7 Personal Impact of Downsizing by Frequency of Subjects’ Resilient 
Behaviors, Coping Strategies, Accessibility of Social Support and Life 
Events 








Moderate 11 (28) 42 (105) 47 (116) 
High 22 (26) 42 (50) 37 (44) 
x2=7.85, df=2, p=.019 
Coning Strategies 
Moderate 14 (45) 39 (126) 47 (148) 
High 15 (8) 55 (29) 30 ( 16) 
Accessibility of Social SuDDort 
Low — — 33 ( 4) 67 ( 8) 
Moderate 11 (13) 32 (43) 51 (58) 
High 15 (37) 44 (108) 41 (99) 
Life Events 
Low Impact 12 (35) 41 (116) 47 (131) 
Moderate to High Impact — — 56 ( 5) 44 ( 4) 
x2=9.59, df=4, p = .048 
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resilient behaviors also indicated a low personal impact of downsizing. Twelve 
percent who showed a low score on the experience and impact of life events also 
indicated a low personal impact of downsizing. These findings partially support this 
hypothesis and further indicate that resilient behaviors, in particular, play a significant 
role in the personal lives of these respondents. 
Certain trends can also be detected when comparing the information presented 
in Tables 4.6 and 4.7. As the use of resilient behaviors and coping strategies and the 
accessibility of social support increased, the moderate to high personal impact of 
downsizing decreased. The opposite results occurred for professional impact as 
shown in Table 4.6. One could surmise that using these varying levels of skills had a 
greater effect on these respondents’ personally than professionally. 
The contradictions found in the data presented for Hypotheses 1 and 
Hypothesis 2 are also evident in the literature on resiliency, coping strategies, social 
support and life events. A number of authors suggest that resiliency plays a 
significant role in helping individuals deal with adverse and stressful situations 
(Felsman & Vaillant, 1987; Beardslee, 1989; Barnard, 1992), but they lack consistent 
methodologies or valid and reliable instruments for measuring resilient behaviors. 
The findings from this study on downsizing demonstrate that the role of resiliency 
was important in the personal impact of downsizing, but did not influence professional 
impact. The difference may be attributed to the way the questions were designed to 
measure professional and personal impact. For professional impact, respondents first 
identified which work changes they experienced as a result of downsizing and then. 
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indicated the impact of each of these changes upon them professionally. Thus, 
professional impact was measured by a series of work changes. Personal impact was 
measured by one overall statement which asked respondents to rate the personal 
impact of downsizing from 1 (no impact) to 5 (profound impact). 
The research on coping differentiates between coping responses and coping 
resources (Folkman & Lazarus, 1980; Ashford, 1988; Carver et al 1989; Amirkhan, 
1990, 1994), and suggests that different types of coping are appropriate for different 
types of stressors and that no single form of coping is the most useful as a mediator 
of stressful outcomes (McCrae, 1987). It shows that various coping strategies can 
buffer the effects of organizational transitions (Ashford, 1988) and suggests that 
people have certain personality traits which predispose them to cope in certain ways 
when they confront adversity (Carver et al., 1989). The findings from this study on 
downsizing partially support this research. It showed that various coping strategies, 
not just one strategy, were used by the Extension Home Economists to alleviate the 
impact of downsizing. It did not show, however, a direct relationship between coping 
strategies and the professional and personal impacts of downsizing. 
Several studies attest to the accessibility of social supports in one’s life. Stein 
and Rappaport (1986) report that interactions with others help maintain psychological 
well being. Life satisfaction for elderly women is related to the size of their networks 
and the frequency of contact (Heller & Mansbach, 1984). The findings in this study 
on downsizing differ from these studies. They showed that a high accessibility of 
social support did not result in a reduced impact of downsizing upon these women 
both professionally and personally. The results may indicate an independent 
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relationship between social support and the professional and personal impact of 
downsizing. 
Much of the life events literature suggests that too much change within one’s 
life can cause stress, challenge one’s coping ability and can affect one’s health 
(Holmes & Rahe, 1967; Lowenthal etal., 1977; Pearlin, 1980; Schlossberg, 1984). 
This study of Extension Home Economists provides support for this research. It found 
that experiencing life events at the same time as downsizing was related to both the 
professional and personal impact of downsizing, but at a low level. 
Hypothesis 3: People with high scores on the accessibility of social supports (16+), 
the quality of social supports (4+) and the value of social supports (4+) during the 
downsizing process will show a low impact of downsizing (24/less) upon them 
professionally. 
It was expected that those who scored high on the accessibility, quality and 
value of social support would score low on the professional impact of downsizing. 
The results of the chi square analysis indicate no statistically significant relationship 
between these variables. As Table 4.8, page 112 shows, a high to low relationship 
did not exist between accessibility of social support and professional impact, or 
between quality and value of social support to the professional impact of 
organizational downsizing. Based on these findings, this hypothesis is rejected. 
Hypothesis 4: People with high scores on the accessibility of social supports (16+), 
the quality of social supports (4+), and the value of social supports (4+) during the 
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downsizing process will show a low impact of downsizing (2/less) upon them 
personally. 
Table 4.8 Professional Impact of Downsizing by the Accessibility, Quality and 
Value of Social Support 
Characteristics of Social Support Professional Impact of Downsizing 
Low Impact 
% (N) 
Moderate to High Impact 
% (N) 
Accessibility of Social SuDDort 
Low 93 (14) 7 (1) 
Moderate 80 (93) 20 (23) 
High 84 (208) 16 (39) 
Oualitv of Social SuDDort 
Low 79 (22) 21 (6) 
Moderate 80 (80) 20 (20) 
High 85 (212) 15 (36) 
Value of Social SuDDort 
Low 85 ( ID 15 (2) 
Moderate 83 (77) 17 (16) 
High 84 (224) 16 (44) 
112 
It was expected that those who scored high on accessibility, quality and value 
of social support would score low on the personal impact of downsizing. The 
findings, presented in Table 4.9, page 114 suggest that a high to low relationship did 
exist between quality of social support and personal impact of downsizing (p = .035) 
and thus, partially supports the hypothesis. Those respondents who scored high on 
quality of social support were more likely to report a low personal impact of 
downsizing. However, those who scored high on accessibility and value of social 
support did not necessarily score low on personal impact. 
Some notable trends can also be observed by comparing the information 
presented in Tables 4.8 and 4.9. As the level of accessibility, quality and value of 
social support increased as illustrated in Table 4.8, the level of low professional 
impact decreased. The opposite occurred in Table 4.9. As the level of accessibility, 
quality and value of social support increased, the level of moderate to high personal 
impact decreased. The data also indicate that social support seemed to have a more 
dramatic effect on these respondents personally, rather than professionally. 
There are inconsistencies in the findings related to Hypothesis 3 and 4. The 
accessibility, quality and value of social support did not make a difference for these 
women in dealing with the professional impact of downsizing. But, quality of social 
support did make a difference for these women in dealing with the personal impact of 
downsizing. Many studies on women’s development attest to the quality of social 
support in women’s lives (Gilligan, 1981; 1982; Peck, 1986; Rossi, 1986; and 
Josselson, 1987; 1992; 1995). Josselson (1987; 1992) suggests that women struggle 
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Table 4.9 Personal Impact of Downsizing by Accessibility, Quality and Value of 
Social Support 







Accessibility of Social SuDDort 
Low — — 33 ( 4) 67 ( 8) 
Moderate 11 (13) 38 (43) 51 (58) 
High 15 (37) 44 (108) 41 (99) 
Oualitv of Social SuDDort 
Low — — 32 ( 9) 68 (19) 
Moderate 13 (12) 39 (37) 48 (46) 
High 16 (38) 44 (108) 40 (99) 
x2=10.32, df=4, p=.035 
Value of Social SuDDort 
Low — — 23 ( 3) 77 ( 10) 
Moderate 16 (14) 40 (36) 44 (39) 
High 14 (36) 43 (114) 43 (114) 
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between wanting to be separate as well as wanting to be connected to others 
throughout their lives. 
This study on downsizing provides evidence for the relationship between the 
quality of social support and dealing with the personal impact of downsizing, but not 
with the professional impact. It appears that these women found better support for 
downsizing in their personal rather than their professional lives or that this support 
helped in what may be referred to as the "personal" dimension of downsizing. This 
is further supported by the downsizing literature on the survivor’s syndrome which 
suggests that sometimes survivors take on "vanishing employee" behavior. They 
retreat, become more distrustful and less vocal and visible in the hopes of not being 
the next person to be laid off. Perhaps these women chose to confide their concerns 
and worries about the downsizing with those outside the workplace. Other research 
by Gilligan (1979; 1982), Josselson (1987; 1995), Peck (1986), and Rossi (1980) also 
points to the importance of social support in women’s lives primarily. These 
researchers suggest that growth and development for women is based on their 
connections and attachments to others, on their ability to be flexible in these 
relationships, and on their capacity to make decisions with others in mind. 
Hypothesis 5: People who experienced one or more life events during the same time 
period as the downsizing and indicated a high impact of these events (4 or 
more/event) will show a low score (2 or less) on their ability to cope with downsizing 
and notable life events occurring at the same time. 
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V 
Two questions on the survey addressed this hypothesis. The life events 
question was scored as previously discussed. The second question asked participants 
to rate their ability to cope with downsizing and notable life events occurring at the 
same time using a rating scale of 1 (poor) to 5 (excellent). This scale was recoded 
into the three levels of low ability (0 thru 2.000), moderate ability (2.001 thru 3.999) 
and high ability (4.000 thru 5.000). 
It was expected that those who were affected by notable life events and 
experienced a high impact of these events occurring at the same time as downsizing 
would indicate a low score on their overall ability to cope with both of these events 
happening simultaneously. Based on the chi square analysis, the findings show that a 
high to low relationship did not exist between experiencing notable life events and 
overall coping ability (See Table 4.10). There was no statistically significant 
Table 4.10 Overall Ability to Cope with Downsizing and Notable Life Events 
Simultaneously by the Experience of Life Events 







Low Impact 17 (49) 45 (130) 38 (109) 
Moderate to High 
Impact 22 (2) 44 ( 4) 33 ( 3) 
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relationship between one’s ability to cope and the effect of life events occurring at the 
same time as the downsizing. Thus, this hypothesis is rejected. 
Hypothesis 6: People who experienced the death of a spouse/partner and/or divorce 
during the same time period as the downsizing and indicated a high impact (4 
more/event) of these events, will show a low score (2 or less) on their ability to cope 
with downsizing and these notable life events occurring at the same time. 
Two components of the overall life events question were used to test 
Hypothesis 6. They were the responses to the two life events of death of spouse/close 
companion and divorce. Overall coping ability was measured in three levels of low 
moderate and high. Analysis was based on the nine individuals who reported 
moderate to high impact of these events occurring within their lives. 
It was expected that those who experienced either the death of a spouse/close 
companion or divorce would indicate an overall low coping score in their ability to 
manage both events (death of spouse and downsizing; divorce and downsizing) 
occurring at the same time. The results of the chi square analysis indicate no 
statistically significant relationship between those who were highly affected by the 
death of a spouse/close companion or divorce and their overall ability to cope with 
downsizing and these life events occurring simultaneously (See Table 4.11, page 118). 
These findings reject the hypothesis. 
Hypothesis 7. People who demonstrated high scores (52+) on their coping strategies 
throughout the downsizing process will indicate a high score (4+) on their ability to 
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cope with organizational downsizing. 
Two questions addressed this hypothesis. One question addressed coping 
1 
strategies and was measured in two levels of moderate and high use. The second 
question asked the respondents to rate their overall ability to cope throughout 
downsizing using a scale of 1 (poor) to 5 (excellent). This scale was recoded to the 
three levels of low (0 thru 2.000), moderate (2.001 thru 3.999), and high (4.000 thru 
5.000) ability. 
Table 4.11 Overall Ability to Cope with Downsizing and Notable Life Events 
Simultaneously by the Specific Life Events of Death of Spouse or 
Divorce 
Specific Life Events Ability to Cope 
Low Ability Moderate Ability High Ability 
% (n) % (n) % (n) 
Death of spouse or close 
companion 
Low Impact 100 ( 1) 
Moderate to High Impact 39 (5) 23 ( 3) 39 (5) 
Divorce 
Low Impact 33 ( 1) -- 67 (2) 
Moderate to High Impact 7 (6) 44 (7) 19 (3) 
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It was expected that those who indicated a high score on use of coping 
strategies would also indicate a high score on their overall ability to cope. Based on 
the chi square analysis, the relationship between high use of coping strategies and the 
ability to cope was statistically significant (pC.Ol) (See Table 4.12). Those 
respondents who scored high on their use of coping strategies also scored high on 
their overall ability to cope. These findings support the hypothesis. 
These results are not surprising. It is evident in this study that the Extension 
Home Economists used a variety of techniques to deal with the organization changes 
confronting them. These findings support the literature which suggests that people 
use a variety of coping strategies to deal with stressful situations (Folkman & 
Lazarus, 1980; McCrae, 1987; Carver etal., 1989 and Amirkhan, 1990; 1994). 
Some are identified as appraisal-focused coping strategies such as redefining the 
Table 4.12 Overall Ability to Cope with Downsizing by Use of Coping Strategies 
Use of Coping Strategies: Ability to Cope 
Low Ability Moderate Ability High Ability 
% (N) % (N) % (N) 
Moderate Use 12 (32) 52 (143) 36 (100) 
High Use 2 ( 1) 32 ( 13) 66 ( 27) 
x2=13.59, df=2, p<.01 
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situation to make it less stressful or to briefly disengage from the encounter. Others 
are referred to as emotion-focused coping strategies where one seeks others for 
comfort and understanding or expresses feelings openly. Seeking out information or 
developing alternate plans of action are examples of problem-focused coping 
strategies. Studies (Folkman & Lazarus, 1980; Moos & Billings, 1982; Ashford, 
1988) also show that people bring their own coping resources to each stressful 
situation. These include such attributes as inner strength, positive outlook, tolerance 
for ambiguity, and self-efficacy or an "I can do" attitude. 
Based on the frequency distributions, 71% (N=268) of the respondents 
indicated that their faith/religion and/or personal reflection sustained them, while 58% 
(N=222) used outside activities to distract them from the changes occurring in the 
workplace. Both of these are examples of appraisal-focused coping. For emotion- 
focused coping techniques, 77% (N=293) of the respondents maintained contact with 
their colleagues throughout downsizing while 63% (N=241) maintained their sense of 
humor. Approximately 68% (N=256) practiced restraint coping, that is not acting 
too hastily when confronted with new information regarding downsizing. Fifty-nine 
percent (N=226) sought out information to increase their understanding of the 
changes. Both of these are examples of problem-focused coping techniques. 
Hypothesis 8. People who responded "Yes" to Statements #1 (accepted the change), 
#2 (experienced relief), and #3 (perceived downsizing as an effective method) of 
Question #5 regarding how downsizing affected them personally will indicate a low 
impact of downsizing (2 or less) upon them personally. 
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Two questions were used to test this hypothesis. One question asked 
respondents to indicate their personal reactions to downsizing by answering Yes or No 
to three specific statements. These statements included: (1) I accepted it as 
necessary for the future of the organization; (2) I felt a sense of relief that I survived; 
and (3) I perceived it as an effective way to eliminate non-productive staff. The 
second question measured personal impact using the three levels of low, moderate and 
high impact. 
It was expected that the majority of individuals who responded "yes" to the 
three specified statements would also show a low personal impact of downsizing. 
Those who accepted the downsizing, felt relieved that they maintained their position, 
and perceived the downsizing as an effective strategy would indicate a low personal 
impact of downsizing. Each statement was analyzed separately. The results of the 
chi square analysis given in Table 4.13, page 122, indicate otherwise. There was not 
a statistically significant relationship between responding "yes" to the three statements 
and the personal impact of downsizing which rejects the hypothesis. It is possible 
that these three statements are independent of each other and to the personal impact of 
downsizing. Or is it possible that these respondents expressed these attitudes in 
order to survive and manage the changes occurring around them. 
Brockner and his colleagues (Brockner et al., 1993) have suggested that other 
factors may influence the survivors’ reactions to downsizing. These may include the 
survivor’s relationship to the laid off person and the survivor’s perception as to how 
fairly the laid-off person was treated and compensated by the organization. If the 
survivors felt that their colleagues were treated fairly and appropriately they would 
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exhibit a more positive attitude towards the organization. If this was not the case, 
their negative reactions towards the organization would be that of reduced work 
performance and motivation and a lowered commitment towards the organization. 
Table 4.13 Personal Impact of Downsizing by Personal Reactions to Downsizing 
Personal Reactions to 







When downsizing occurred: 
1. I accepted it as necessary for 
the future of the organization. 16 (49) 41 (130) 43 (134) 
2. I felt a sense of relief that I 
survived. 10 (18) 42 (74) 48 (85) 
3. I perceived it as an effective 
way to eliminate non-productive 
staff. 14 (12) 42 (36) 44 (38) 
Hypothesis 9: People with high scores (4+) on satisfaction with the current 
downsized organization will show low impact of downsizing (24 or less) upon them 
professionally. 
Respondents answered two questions related to Hypothesis 9. One question 
asked participants to rate their overall satisfaction with the current downsized 
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organization using a scale of 1 (not at all satisfied) to 5 (extremely satisfied). The 
scale was later recoded according to its mean scores into three levels: low (0 thru 
2.000), moderate (2.001 thru 3.999) and high (4.000 thru 5.000). The professional 
impact of downsizing was coded as low impact or moderate to high impact. 
It was expected that those who scored high on satisfaction with the current 
downsized organization would show a low professional impact of downsizing. The 
results shown in Table 4.14 indicate that while a discernable downward trend exists 
Table 4.14 Professional Impact of Downsizing by Level of Satisfaction 
Level of Satisfaction Professional impact of Downsizing 
Low Impact Moderate to High Impact 
% (N) % (N) 
Low 78 (122) 22 (34) 
Moderate 85 (143) 15 (25) 
High 91 (41) 9 (4) 
between level of satisfaction and level of impact, there is no statistically significant 
relationship between level of satisfaction with the downsized organization and the 
professional impact of downsizing. While 91% of the respondents showed a high 
level of satisfaction with the downsized organization and a low level of professional 
impact, 85% indicated a moderate level of satisfaction with low impact and 78% 
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indicated low satisfaction and low professional impact. Based on these findings, the 
hypothesis is rejected. 
A downward trend can be observed in this data. As the level of satisfaction 
increased, the lesser the amount of high impact. 
Various studies in the organizational development literature look at the 
relationship of satisfaction with the downsized organization and professional impact of 
downsizing. Begley and Czajka (1993) show that job satisfaction is related to 
commitment to the organization. According to Brockner and his colleagues (Brockner 
et al., 1987; Brockner et al., 1993), commitment to the organization is influenced by 
job security, perceived job quality, and fairness and relationship to the laid-off 
individuals. Freeman (1992/1993) suggests that organizations which follow a 
" redes ign-drives-downsizing" strategy will find higher morale, productivity and 
performance among its employees and thus, more overall satisfaction with the 
downsized organization. Olson & Tetrick (1988) show that level and function within 
the organization can affect one’s level of satisfaction. These studies show that many 
factors, other than the professional impact of downsizing, influence one’s level of 
satisfaction with the downsized organization. Thus, the professional impact of 
downsizing may be perceived as independent of the level of satisfaction with the 
downsized organization. 
Hypothesis 10: People with high scores (4+) on satisfaction with the current 
downsized organization will show a low impact of downsizing (2 or less) upon them 
personally. 
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The same question used in Hypothesis 9 to test satisfaction with downsized 
organization was used to test Hypothesis 10. Personal impact was measured in the 
three levels of low, moderate and high. 
It was expected that those who scored high on satisfaction with the current 
downsized organization would score low on the personal impact of downsizing. 
Based on the chi square analysis, this high to low relationship did occur (p< .01). 
(See Table 4.15, page 126). Those who indicated a high level of satisfaction with the 
downsized organization were most likely to indicate a low personal impact of 
downsizing. These findings, which are not surprising, support the hypothesis. 
It is important to point out that in comparing Hypothesis 9 and 10, high 
satisfaction with the current downsized organization affected the personal impact of 
downsizing, but not the professional impact. This inconsistency may be attributed to 
the different methods used to measure professional and personal impact. In 
measuring professional impact the combination of work changes the respondents 
experienced as a result of downsizing was examined, while personal impact was 
measured by one question using a rating system of low, moderate, and high. 
Changing the weight of the measurements or asking the question differently may show 
different results. 
It has been evident throughout the findings of this study that downsizing has 
had a greater impact on these respondents from a personal rather than a professional 
level. The results show that those Home Economists who personally dealt well with 
downsizing demonstrated resiliency behaviors, experienced a limited number of life 
events simultaneously with downsizing, and had a quality support network. They also 
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Table 4.15 Personal Impact of Downsizing by Level of Satisfaction 
Level of Satisfaction Personal Impact of Downsizing 
Low Impact Moderate Impact High Impact 
% (N) % (N) % (N) 
Low 33 (15) 33 (15) 33 (15) 
Moderate 15 (26) 48 (80) 37 (62) 
High 33 (15) 33 (15) 33 (15) 
x2=22.89, df=4, p<.01 
showed a higher level of satisfaction with the downsized organization. Professionally, 
those who coped well did not experience notable life events during the same time as 
downsizing. In general, those who were equipped with a variety of coping strategies 
also indicated a greater overall ability to cope with downsizing. 
Based on the findings, it was also surprising that demonstrating resilient 
behaviors and healthy coping strategies and having the accessibility, quality and value 
of social support did not influence the impact of downsizing upon these respondents 
professionally. There was no statistically significant relationship between level of 
satisfaction and the professional impact of downsizing. Accepting the downsizing as 
necessary, feeling relieved by the downsizing, or perceiving the downsizing as an 
effective method did not influence the impact of downsizing upon these respondents 
personally. Experiencing the specific life events of death or divorce with downsizing 
did not affect these respondents’ overall ability to cope with both events. 
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One explanation for these differences between personal and professional impact 
may be that these respondents had the organizational skills, knowledge and experience 
to deal with the work changes. Thus, they adapted more readily to the merged 
programs, reassignments and changed positions which measured professional impact. 
Another explanation lies in the fact that the majority of these respondents were 
women. As women, according to many feminist researchers (Gilligan, 1979 & 1982; 
Josselson, 1987 & 1995; Peck, 1986), they perceive their world more from a 
relational perspective. They affirm their identities, make their decisions and 
communicate their wants and needs based on their connectedness with others and as a 
result, may approach people from a more personal level. 
Socio-demographic Variables 
The data were further analyzed to determine the influence of demographic 
variables on the professional and personal impact of downsizing. These variables 
include age, relationship status and years of employment. Years of employment were 
also matched with overall coping capacity. The results of the analysis of the findings 
using chi square tests are included in Tables 4.16 through 4.19. Since respondents 
under age 30 represented only 1% (n=6) of the sample, their responses were 
excluded from the analysis as including such small frequencies would make the 
statistics unreliable. 
The results of the chi square analysis indicate that there was no significant 
relationship between age and professional impact or between relationship status and 
professional impact (See Table 4.16, page 128). Neither was there a significant 
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Table 4.16 Professional Impact of Downsizing by Age and Relationship Status 
Demographic Characteristics Professional Impact 
Low Impact 
% (N) 
Moderate to High Impact 
% (N) 
Age 
30-39 85 (49) 15 (9) 
40-49 86 (152) 14 (25) 
50-59 79 (85) 21 (22) 
60-65 71 ( 10) 29 (4) 
Relationship Status 
Single 81 (44) 19 (10) 
Married 85 (224) 15 (38) 
Widowed 91 ( 10) 9 ( 1) 
Separated/Divorced 71 (24) 29 (10) 
relationship between age and the personal impact of downsizing, nor between 
relationship status and personal impact of downsizing as presented in Table 4.17, page 
129. 
The findings presented in Tables 4.16 and 4.17 are surprising. It was 
expected that those who were younger with less experience would be more affected by 
both the personal and professional impact of downsizing. It was also assumed that 
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those who were single and separated or divorced would be more emotionally and 
financially threatened by the work changes. This was not evident here. A reverse 
trend can also be noted when comparing Tables 4.16 and 4.17. The percentages for 
moderate to high professional impact given in Table 4.16 are very close to those 
Table 4.17 Personal Impact of Downsizing by Age and Relationship Status 
Demographic Characteristics Personal Impact 
Low Impact Moderate Impact High Impact 
% (N) % (N) % (N) 
Age 
30-39 17 (10) 51 (29) 32 ( 18) 
40-49 13 (23) 37 (63) 50 (86) 
50-59 16 (17) 38 (40) 46 (48) 
60-65 14 (2) 57 ( 8) 29 ( 4) 
Relationship Status 
Single 16 (8) 33 ( 17) 51 (26) 
Married 15 (38) 41 (107) 44 (113) 
Widowed 9 ( 1) 55 ( 6) 36 ( 4) 
Separated/Divorced 9 (3) 37 ( 12) 53 ( 17) 
percentages given in Table 4.17 for low personal impact. A similar trend is noted by 
adding the moderate impact and high impact percentages shown in Table 4.17 and 
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comparing the totals to the percentages under low impact given in Table 4.16. These 
data show that age and relationship status had a lesser impact on respondents 
professionally but had a much greater impact personally. 
Table 4.18 illustrates that there was not a statistically significant relationship 
between years of employment and the professional impact of downsizing according to 
the chi square analysis. Working less than five years in the system or more than 
Table 4.18 Professional Impact of Downsizing by Years of Employment 
Years of Employment Professional Impact 
Low Impact Moderate to High Impact 
% (N) % (N) 
1-5 years 82 (27) 18 (6) 
6-10 years 89 (33) 11 (4) 
11-15 years 78 (50) 22 (14) 
16-20 years 86 (70) 14 (11) 
21-25 years 87 (69) 13 (10) 
26-30 years 75 (35) 25 (12) 
over 30 years 86 (18) 14 (3) 
twenty-five years did not influence the professional impact of the downsizing. It was 
assumed that those with fewer years of employment would be more affected by the 
work changes than those who had more years of employment in the system. This was 
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based on the premise that those with longevity had more experience, knowledge, skill 
and competency in dealing with the ebbs and flows of the organization. It is possible 
other factors not addressed in this study have a greater influence than years of 
employment on the effects of downsizing. These factors might include financial 
standing, previous work or educational experiences, or personality types. 
Based on the chi square analysis, a statistically significant relationship did exist 
between years of employment and personal impact of downsizing as can be seen in 
Table 4.19 (p = .05). As the years of employment increased so did the personal 
Table 4.19 Personal Impact of Downsizing by Years of Employment 
Years of Employment Personal Impact 
Low Impact Moderate Impact High Impact 
% (N) % (N) % (N) 
1—5 years 31 
6-10 years 10 
11-15 years 15 
16-20 years 17 
21-25 years 9 
26-30 years 5 
30+ years 24 
x2=20.89, df = 12, p = .05 
(10) 36 (12) 33 (ID 
(4) 54 (21) 36 (14) 
(10) 44 (29) 41 (27) 
(13) 39 (30) 43 (33) 
(7) 35 (27) 55 (42) 
(2) 42 (18) 53 (23) 
(5) 24 (5) 57 (57) 
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impact of downsizing. It’s possible that older and more experienced workers may be 
more threatened by the loss of a job than younger workers. Older workers may have 
more difficulty in finding employment because of their age, years of experience and 
income level than the younger worker. The older worker may also feel pressured to 
take advantage of early retirement initiatives. S/he may also feel more personally 
connected to the job after many years in the system. 
Overall coping throughout the downsizing process was measured with a rating 
scale of 1 (poor) to 5 (excellent) and recoded for analysis as low, moderate and high 
levels. The results of chi square analysis suggest no statistically significant 
relationship between overall coping ability and age and between overall coping ability 
and years of employment (Table 4.20, page 133). These data suggest that coping 
ability is independent of age and years of employment. 
Regional Differences 
A cross tabulation was used to examine the data for regional differences. The 
findings state that of the four regions, the north central region had the largest 
percentage of respondents with one to ten years of employment (33%) and the 
northeast region had the least amount at 17%. Forty-nine percent of the respondents 
with the most years of employment (16-30 years) came from the southern region. 
These data indicate that the largest membership for this professional organization are 
from the southern region and that the Extension Home Economists are a mature staff 
with many years of employment. Its possible that such results could make it difficult 
to generalize these findings to the entire membership or to all Home Economists 
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Table 4.20 Overall Ability to Cope with Downsizing by Age and Years of 
Employment 
Years of Employment Overall Ability to Cope 
Low Ability Moderate Ability High Ability 
% (N) % (N) % (N) 
Age 
30-39 years 4 (2) 50 (24) 46 (22) 
40-49 years 12 (18) 50 (74) 38 (56) 
50-59 years 9 (8) 48 (41) 42 (36) 
60-65 years 10 ( 1) 20 (2) 70 (7) 
Years of Employment 
1-5 years 8 (2) 42 (11) 50 (13) 
6-10 years 15 (5) 39 (13) 45 (15) 
11-15 years 13 (7) 43 (23) 44 (24) 
16-20 years 9 (6) 55 (35) 36 (23) 
21-25 years 10 (7) 48 (32) 42 (28) 
26-30 years 5 (2) 67 (26) 28 (ID 
30+ years 20 (3) 33 (5) 47 (7) 
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within the Extension system. It also shows that the respondents are 
morehomogeneous than diverse. A more heterogeneous sample may lead to different 
results. 
Comments Section 
A comments question was included at the end of the survey to give the 
participants an opportunity to provide other information, feelings, or concerns they 
related to their downsizing experience which were not covered by the survey 
instrument. To give some order to this data, 25% (n=107; every fourth survey) of 
the total surveys were randomly selected and reviewed to determine themes or 
categories of responses to this question. The researcher, reflecting on the downsizing 
literature and the recurring themes which appeared in the comments, determined the 
four categories as : (1) downsizing was perceived as a positive opportunity; (2) 
downsizing was perceived as a negative experience; (3) downsizing resulted in 
increased stress; and (4) personal life events were more overwhelming than 
downsizing. The participants responded to this question in the following ways: (1) 
33% perceived it as a positive opportunity, (2) 34% perceived it as a negative 
experience; (3) 28% stated that it resulted in increased stress; and (4) 5% indicated 
that they were more overwhelmed by personal life events than downsizing. 
Many of the respondents who perceived downsizing as an opportunity looked 
at it from both a professional and personal perspective. Professionally, downsizing 
created new positions for some people and with it, more responsibility and the 
opportunity to learn new skills and competencies. For others, downsizing extended 
their scope of work, which resulted in conducting programming across several 
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counties instead of one county. Some viewed downsizing as an opportunity to self- 
reflect, that is, a time to review professional and personal goals and redefine them for 
the future. This personal reflection led some to further their education while others 
pursued a new career direction. One respondent wrote: 
Going back to school and completing my own Ph.D. during this period of attrition 
gave me a better perspective of both organizational development and my own skills 
and opportunities. We have not yet entered a "formal" downsizing, all changes 
have come about with attrition. I am looking forward to planned change and 
restructuring, and have confidence that my career will be advanced whether or not 
I choose to stay! 
Other respondents viewed downsizing as a negative experience. For them, 
downsizing resulted in decreased productivity and effectiveness, low morale, reduced 
commitment, and unhappiness with the additional work responsibilities. Many felt 
devalued by their fellow colleagues and administrators. Others expressed frustration 
with administration, suggesting that they were insensitive, demanding, and in some 
cases, demoralizing. One respondent expressed it this way: 
During the month we knew we would be downsized and the following month after 
the axe fell, were the most difficult times I have had in 22 years of working with 
Extension. It was hard to keep office morale stable. I was appalled at the lack of 
compassion expressed by the state level Extension Administrators; I didn’t think 
the state and district administrators handled the staffs feelings of work overload, 
burnout and guilt that we all felt about six months after the downsizing took place. 
Some respondents wrote about the stress of downsizing. They expressed their 
anxiety about their own future and the future of their profession, and their concern 
about the uneasiness and uncertainty which permeated the workplace. Others 
discussed the increase of stress-related illnesses among staff. Others expressed the 
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increased pressure to continue to do more with less - less resources, less staff, and so 
forth. One respondent suggested that: "The biggest struggle has been in the 
workload. Administration continues to promote and push everything while we are 
about one-half the staff of ten years ago. Stress is a big issue in the workplace". 
/ 
Other respondents were more perplexed with their own personal situations. 
One stated it this way: "I had personal life events occurring at the same time that 
seemed to have a far greater impact on my coping mechanisms. I was somewhat 
distracted by the personal events...didn’t worry too much about work-related stressful 
events". 
In summary, these comments provide some personal accounts as to what these 
women were feeling, experiencing, and thinking during the downsizing process. They 
also show that each individual experienced the downsizing differently. Some 
perceived it as an opportunity for growth and re-direction while others saw it as a 
threat to their personal and professional well-being. Still others were more 
overwhelmed by their own personal situations and thus, less focused on the 
organizational changes. 
Many respondents thanked the researcher for the opportunity to respond to the 
survey. They expressed their gratitude and a sense of relief in knowing that someone 
was willing to listen to their personal downsizing experience. For the researcher, 
these statements affirmed the importance and value of this study. 
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CHAPTER 5 
SUMMARY OF FINDINGS AND IMPLICATIONS FOR FUTURE RESEARCH 
Summary of Findings 
This study on Organizational Downsizing and Its Impact Upon Extension 
Home Economists examines the overall effect of downsizing upon this group of 
professionals during the past five years. It identifies the different downsizing 
strategies used in Extension organizations across the nation and determines the 
professional and personal effects of downsizing upon these Extension Home 
Economists. It examines the role of resilient behaviors, coping strategies, social 
support and life events in helping these professionals deal with downsizing. Data 
were collected and analyzed from 429 surveys sent to a random sample of 799 
Extension Home Economists who were active members of their professional 
organization. This study is based on 90% of the respondents who indicated that 
downsizing was a common occurrence in their organization over the past five years. 
According to this study, a variety of workforce reduction, work redesign, and 
systemic strategies have been used to downsize these Extension organizations (Khan, 
1987; Freeman, 1992/1993; Kozlowski et al., 1993; Cameron, 1994). The most 
prominent strategies reported are those of attrition, changing traditional services and 
functions, financial incentives to reduce the workforce, eliminating positions, and 
transfers and/or reassignments of staff. The approaches which have been used least 
often are those of layoffs, closing offices, and instituting furloughs. These 
organizational changes have resulted in a variety of work changes for these Home 
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Economists. The work changes which showed the most impact for these respondents 
is an increased workload. This is followed by the loss of colleagues due to 
retirements, reassignments or layoffs, and next, by the assumption of different work 
positions. Working more in teams created a moderate amount of impact for these 
individuals. The work changes which created the least amount of impact for these 
professionals include promotion to higher positions and reassignments to another 
program area, to a different geographic location, or to a merged program area. 
Although a majority of these professionals have accepted downsizing as necessary for 
the future of the organization and are relieved that they survived the downsizing, 
many are anxious about their positions and the future of their profession. Most of the 
respondents experienced a moderate impact of downsizing upon them personally while 
44% gave it an impact rating of strong to profound. These findings suggest that 
downsizing creates some change and uncertainty which affects individuals both 
professionally and personally. 
This study looked at the role of resilient behaviors, coping strategies, social 
support, and life events in helping these individuals alleviate the professional and 
personal impact of downsizing. Most of the findings show that these factors had a 
greater personal rather than a professional effect upon these Extension Home 
Economists. Statistically significant relationships existed between resilient behaviors 
and the personal impact of downsizing, and between the occurrence and effect of life 
events and the personal impact of downsizing. A further examination of social 
support indicated that a statistically significant relationship existed between the 
quality of social support and the personal impact of downsizing. Feeling satisfied 
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with the current downsized organization also influenced the personal impact of 
downsizing. Of the demographic variables, only years of employment influenced the 
personal impact of downsizing. No statistically significant relationships existed 
between coping strategies and the personal impact of downsizing or between the 
accessibility and value of social support and the personal impact of downsizing. 
From the professional perspective, a statistically significant relationship existed 
only between the occurrence and effect of life events and the professional impact of 
downsizing. No statistically significant relationships were found between resilient 
behaviors and professional impact of downsizing or between coping strategies and 
professional impact of downsizing. There was no statistical significance between the 
accessibility, quality and value of social support and the professional impact of 
downsizing. Satisfaction with the current downsized organization did not influence 
the professional impact of downsizing. Neither age, relationship status nor years of 
employment affected the professional impact of downsizing. 
This study also examined the impact of personal life events occurring at the 
same time as downsizing. The results show that experiencing notable life events 
specifically the death of a spouse/close companion or divorce, occurring at the same 
time as downsizing did not have an effect on the overall coping ability of these 
respondents. There were, however, only a small percentage of respondents who 
experienced notable life events during the downsizing process. If the sample size 
were increased, the results may be different. An increased sample size would allow 
for more diversity and variance within the sample and possibly, have a better chance 
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of including more people who have experienced notable life events simultaneously 
with downsizing. 
In addition, this study looked at the respondents’ attitudes towards downsizing. 
It was anticipated that having a supportive attitude towards downsizing would lessen 
its personal impact but this did not occur. Neither accepting the change as necessary 
for the future of the organization nor perceiving the change as an effective means for 
eliminating non-productive staff influenced the personal impact of downsizing. 
Feeling relieved in surviving downsizing did not influence the personal impact of 
downsizing either. 
The final component of this study examined overall coping ability. It found 
that a statistically significant relationship did exist between the use of coping 
strategies and overall coping ability. An increase in use of coping strategies resulted 
in a higher overall ability to cope. However, neither years of employment, nor age 
affected the overall ability of these Extension Home Economists to cope with 
organizational downsizing. 
Several interesting trends have been noted in these data. As resilient behaviors, 
coping strategies and accessibility of social support increased, the level of personal 
impact decreased. As the accessibility, quality and value of social support increased, 
the level of high personal impact decreased. A general trend noted throughout these 
data is that the personal impact of downsizing was more influenced than the 
professional impact by the variables of resilient behavior, social support and life 
events. It is possible that professional impact, which refers to the work changes these 
respondents experienced, would be more affected by other factors such as a change in 
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program direction, audience focus or educational delivery. Even satisfaction with the 
current downsized organization was related more to the personal sense of impact than 
the professional sense. This study gave evidence to the personal dimension of 
downsizing in a professional setting. It raised questions in my mind as to how our 
personal and professional lives are so intertwined and connected. Although we may 
be encouraged not to take things personally in the workplace, such a stance is not 
always so easy to achieve as was shown by the personal effects of downsizing upon 
these women. Perhaps a more diverse sample would prove otherwise. 
Overall, this study finds that these Extension organizations used a variety of 
methods to downsize. Attrition was the most prominent method followed by changing 
services and functions, and financial incentives. Although eliminating specific 
positions was the next most used method, it seems these organizations found ways of 
reassigning and transferring their staff to different geographic regions, programs or 
positions. They chose to concentrate their downsizing efforts on systemic changes 
and work redesign strategies rather than workforce reductions through lay-offs. This 
appeared to be a more humane way of implementing downsizing. 
The major work change which also created the most impact for these 
professionals was that of increased workload, followed by loss of colleagues, and the 
assumption of a lateral position. These home economists seemed to be least affected 
by promotions or reassignments. Most reported a moderate impact of downsizing 
upon them personally. This study also shows the relationship between exercising 
resilient behaviors and the quality of social support to the personal effects of 
downsizing. It suggests too, that the overall ability of the Extension Home 
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Economists’ to cope was related to the use of problem-focused, appraisal-focused and 
emotion-focused coping strategies. Their most prominent strategy was that of 
emotion-focused coping, where they maintained contact and communication with their 
colleagues. This was followed by having the faith, religious beliefs and/or personal 
reflection to sustain them, which serves as an example of appraisal-focused coping. 
In summary, this study did not confirm several of the hypotheses it set out to 
examine. It did not determine that resilient behaviors, coping strategies, the 
accessibility of social support and life events, all working together, affected the 
professional and personal impact of downsizing; nor that the quality and value of 
social support influenced either the professional or personal impacts of downsizing. 
Experiencing notable life events and/or experiencing the life events of a death of a 
spouse or divorce did not affect the overall coping ability of these respondents. Level 
of satisfaction with the downsized organization affected only the personal impact of 
downsizing, not the professional impact. It did not confirm a relationship between 
accepting downsizing, feeling relieved with downsizing and perceiving downsizing as 
an effective approach and the personal impact of downsizing. It did not find a 
relationship between age and relationship status and the personal and professional 
impact of downsizing nor between age and years of employment with overall coping 
ability. 
Limitations of the Study 
Several limitations related to the sample selection, design of the instrument, 
methodology, and data analysis can be cited in this study. Although the sample was 
randomly selected from the NEAFCS active membership list, it does not represent all 
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the home economists who are employed by Extension systems across the nation. 
There are home economists employed at the county, regional and state level who are 
not members of this organization. In addition, only in recent years have home 
economists at the state level become eligible to join this professional organization. 
Others may be home economists by educational degree but hold different titles and 
positions within the organization and have opted not to join NEAFCS. 
This sample is also very homogeneous. The majority of the respondents are 
female. Nationally, and as a profession, most Home Economists are predominately 
female. Most are highly educated, married, and aged about 40 years. They have 
extensive experience in the extension organization, an average of 17 years of 
employment, and most work at the county level. Their experience, maturity and 
"institutional wisdom" most likely assisted them in surviving and managing 
downsizing. At the same time, a more diverse sample, those who are younger with 
fewer years in the system, may give a different perspective on their downsizing 
experience. The survey also did not ask questions related to race, income or 
socioeconomic status. Attaining such information may provide more insights as to 
how people experience downsizing differently or similarly. 
Two limitations can be noted in the design of the survey instrument. The first 
is the length of the survey which may have impeded the respondents total completion 
of it. This is evidenced by the number of people who did not totally complete the 
survey and/or skipped portions of questions. The second limitation relates to the 
structure and complexity of some of its questions. Two questions in particular 
created confusion for the respondents. Question #3 on the professional impact of 
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downsizing included two responses, one to identify the occurrence of work changes, 
and the other, to identify the impact of these changes. Question #7 followed a similar 
design asking the respondents to first indicate the occurrence of life events and then, 
to rate the impact of these life events. Some respondents answered both parts of the 
question, others did not. Still others identified the impact of the work change or life 
event without indicating whether they actually experienced the work change or life 
event. This created some confusion in reporting the data. 
In addition, the questions on professional and personal impact were weighted 
and measured differently. Professional impact, as previously mentioned, was 
measured by a series of work changes. Personal impact was measured by one 
question which asked respondents to rate the impact on a scale of 1 (no impact) to 5 
(profound impact). Splitting the professional impact question into two questions may 
be a more effective approach for future use of this survey. One question might ask 
the respondents to identify the work changes they experienced as a result of 
downsizing. A second question may ask "Based on the work changes you 
experienced because of downsizing, how would you rate the impact of these changes 
upon you professionally?" It also may be beneficial to combine the three social 
support questions which addressed accessibility, quality and value, into one question. 
This change may elicit a more accurate response as to the overall influence of social 
support in reducing the impact of downsizing. Another approach to the coping 
question may be to divide it into the three coping strategies of appraisal-focused, 
problem-focused or emotion-focused coping. This would give a clearer indication as 
to which coping strategies were used the most by these respondents. 
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Two further drawbacks can be noted in the methodology of this study: the 
timing of the study, and its self-reporting nature. Respondents were asked to reflect 
upon their experience with downsizing over a five year period. This is a long period 
of time for reflection and as such, may have affected the accuracy of the responses. 
Another limitation is that the study reflects the responses of those who survived 
downsizing. It does not include those Home Economists in Extension who lost their 
positions because of downsizing in the past five years. Finally, the data analysis 
could have been expanded by looking at regional differences across such variables as 
coping strategies, personal impact, resilient behaviors or downsizing methods. 
Recommendations for Future Research 
Several recommendations can be made for future research concerning 
downsizing both in Extension and within the educational realm. One recommendation 
is to replicate this downsizing study with other Extension professionals in different 
disciplines and program areas, such as agricultural agents and youth development 
educators, across the nation. A second approach would be to design a comparative 
study between representative samples of Home Economists and other Extension 
professionals, or between Extension professionals in different regions of the country. 
Either of these approaches would increase the diversity of the responses and provide a 
broader perspective as to how Extension professionals survive and manage 
downsizing. Perceptions and reactions to downsizing can be compared across 
gender, years of employment, position within the organization, and discipline or 
technical expertise. 
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A third approach would be to replicate this study with other comparable 
professional groups such as teachers or community educators, to determine the 
similarities and differences between Extension professionals and these other 
professionals. A fourth recommendation is to design a longitudinal study across 
different time intervals, such as six months prior to the threat of downsizing, one 
month after the downsizing and then, six months to one year after the downsizing. 
i 
Levels of social support, demonstration of resilient behaviors, and use of coping 
strategies can be compared across these time intervals as well as tracking notable life 
events which may be occurring at the same time as downsizing. This type of study 
can be done within the various Extension systems or with other educational 
institutions and public organizations threatened by downsizing. 
Other areas of research may be to compare those who survived downsizing 
with those who did not survive, or to compare the management’s view of 
communication and professional development activities during downsizing to the 
survivors’ view of how such activities helped or hindered their ability to cope. This 
can be achieved through various qualitative approaches such as interviews, case 
studies and/or focus group techniques. 
For those interested in replicating and expanding this study, several 
suggestions can be made. One suggestion is to further analyze the data for regional 
differences. Some possible questions may include: Did the Extension professionals 
from the southern region experience more impact of position changes than those in the 
western region? Were lay offs of professional staff more common in the northeast 
than in the north central region? Did those from the western region demonstrate more 
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resilient behaviors than those from the northeast? Many combinations of this study’s 
variables can be used for this purpose. 
Another suggestion is to look at downsizing from a contextual perspective and 
to ask such questions as: What is the political climate at the county, state and 
university levels? What is the perception of Home Economics and Family Life 
programming at all these levels? The future of Home Economics, as a profession, 
has been threatened nationwide. Many Home Economics programs have already been 
reduced or eliminated at the middle school and secondary school levels, in universities 
and colleges, and in Extension organizations. A researcher may examine the impetus 
for such drastic measures. Is it because too many home economists, as women, have 
maintained a more traditional and passive role and thus, have lost public and political 
support? Or is it because our society places more value on products and profits and 
less value on improving the quality of lives for individuals and families which serves 
as the target audience for most Home Economics programs? Or is it a combination of 
these factors? Answers to these questions can lead to some interesting results. 
A final suggestion may be to conduct a follow-up study with these Extension 
professionals to determine the actual results of the downsizing strategies. Did the 
organization benefit from downsizing or not? 
Implications 
There are several implications which can be derived from this study. The first 
implication is that downsizing affects not only those who leave the organization but 
those who remain, the "survivors". This study focused on the survivors of 
downsizing. It showed that for survivors, it is not "business as usual . They are 
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dealing with a variety of work changes from an increased workload to the loss of 
colleagues to changed positions and reassignments. 
The second implication is that a variety of learning opportunities can be 
offered to these employees to diminish the impact of downsizing. One example is to 
implement informal support groups with outside facilitators. This study showed that 
the quality of social support did influence the personal impact of downsizing and that 
maintaining contact and communication with their colleagues was an effective coping 
strategy. Informal support groups would give employees the opportunity to share 
their concerns, express their emotions and deal with their losses. It’s evident in the 
comments section of the study that these professionals welcomed the opportunity to 
share and reflect upon their downsizing experiences, even after five years. Another 
example is the opportunity to meet together as an organization via a one day 
conference or as an overnight retreat. This can be especially helpful to those 
employees who take on "vanishing employee" behavior which is common among 
survivors of downsizing (Smallwood & Jacobsen, 1987; Boroson & Burgess, 1992; 
Baumohl, 1993). To tackle the survivors syndrome, seminars on career renewal, 
dealing with change, managing stress and the art of reframing could be held at 
workplaces or neutral locations. Skill building workshops on coping strategies and 
resilient behaviors could also provide employees with more resources and an 
increased capacity to deal with ongoing change. 
A third implication deals with the value of effective communication throughout 
all phases of the downsizing, as described in the organizational downsizing literature 
(Brockner, 1988; Cameron, 1994). Employees need to be kept informed and kept 
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current of changes taking place throughout the entire organization. This can be 
achieved through informal meetings or via newsletters, electronic mail and various 
other communication technologies. Involving employees in decision making can also 
lead to greater acceptance of the change according to the research presented in this 
study. 
A final implication is that those in managerial or administrative roles need to 
be in touch with the pulse of the organization. They need to listen to their 
employees, derive a sense of what’s happening and what is not occurring, and more 
than ever, "walk the talk", that is modeling the values of the organization (Duck, 
1993). Management can also have a "survivor support plan" prepared in order to 
effectively utilize the natural coping and resiliency behaviors of its employees. 
Conclusion 
Downsizing will continue to provide challenges and opportunities for 
organizations now and well into the future. Those who survive downsizing will 
experience the professional and personal effects of it. These "survivors" will be 
expected to deal with a variety of work changes, to be tolerant of ambiguity and to 
readily adapt to an ever-changing work environment and climate. Although there is 
not one prescription for the "survivors syndrome", there is evidence as indicated in 
this study that those who exhibit resilient behaviors, have a varied repertoire of 
coping strategies and a quality support system have a greater capacity for reducing the 
ill effects of downsizing. 
From a humanistic perspective, downsizing is fundamentally about change. 
Change seems to be the common theme which echoes through our work lives as well 
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as our adult lives as indicated by the lifespan development literature. Through 
change, we learn more about our strengths and shortcomings, become more complex, 
and bring a new and different meaning to our lives. Downsizing, for some, may be 






Dear Extension Colleague, 
As an Extension employee and a member of NAEHE for over 18 years, I have been 
greatly concerned about the many organizational and program changes which have 
recently affected our Extension system. These changes take the form of downsizing, re¬ 
structuring and/or right-sizing strategies and affect not only the organization, but the 
people as well. I am particularly interested in knowing how my fellow colleagues, the 
Extension Home Economists, managed and survived these changes within their 
organizations. This interest led to the focus of my dissertation topic, "Organizational 
Downsizing and Its Impact upon Extension Home Economists". 
I want to learn more about your views and experiences with downsizing, and your skills 
and strategies in managing change from a professional and personal level. Thus, I am 
inviting and encouraging your participation in this national study. Its purpose is twofold. 
First, the results will fulfill my requirements for a doctorate in Human Development at 
the University of Massachusetts. Second, the results will benefit Extension in better 
understanding the needs, wants, and reactions to those who survive downsizing. The 
results will be submitted to the NAEHE-The Recorder and the Journal of Extension as 
well. 
The survey is divided into three sections. The first section is designed to gain your input 
as to how downsizing was implemented in your state and its effect upon you, both 
professionally and personally. The second section will determine how other factors, such 
as your social support network, life events, resiliency behaviors and coping strategies 
influenced your ability to deal with organizational downsizing. The final section provides 
demographic information. It will take approximately twenty minutes for you to complete 
this survey. 
Your individual responses will be kept completely confidential. An identification number 
is located on the survey solely to facilitate both data collection and statistical data 
analysis. Your name will not be associated with the data and only group analysis of 
the data will be conducted. If you have any questions or concerns regarding this 
survey, I can be contacted at home (413) 527-0057 or at my office, (413) 545-4420. 
Your input is vital for the success of this study. Please take a few moments to complete 
this survey and return it to me in the self-addressed, stamped envelope by October 27, 
1995. Your prompt response will be greatly appreciated. I thank you for your 
participation and support of this study. 
Sincerely, 
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